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RELATIONSHIPS AMONG JOB SATISFACTION, PRODUCTIVITY, AND
SUPERVISION PROVIDED TO FINANCIAL PLANNERS
Larry Leslie, Ed.D.
Western Michigan University, 1994
This study examined job satisfaction and appraisals of management actions as
they related to sales productivity for financial planners. Planners from three Mid
western divisions of a national brokerage firm comprised the non-random sample (n =
89, out o f 137 potential participants, for a response rate of 65%). The planners
completed two surveys: (1) Minnesota Satisfaction Questionnaire (long form, 1967
revision) for obtaining job satisfaction data; and (2) The PROFILOR™, from
Personnel Decisions, Inc., for determining planner appraisals of their immediate
superior’s leadership actions. Productivity information, using two different measures
(one related to sales of financial products, the other related to sales of financial
analyses), was obtained from the divisions on each planner.
For the group as a whole, the typical planner had been appointed for an
average o f 5.8 years, and had productivities in a nominal grouping (about 70% of the
planners were rated as nominal production, about 30% as exemplary’). The typical
planner's average job satisfaction was low-average, and he or she was most satisfied
with being of social service to others, and least satisfied with relationships with coworkers. The typical planner’s manager was rated, on the average, as being highest in
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the leadership skills of speaking effectively and driving for results, and lowest in
establishing plans and fostering open communication.
The planners were divided into two groupings based on sales productivityexemplary and nominal. Using correlation tests at a significance level of .OS, the
following conclusions were reached:
1.

Tenure as a planner was found to be statistically significant and

directly related to one measure of productivity (sale of financial products), and
inversely related to a different productivity measure (sale of financial analyses).
2.

Overall job satisfaction was not shown to be significantly related to

the overall leadership performance of the planners' superiors.
Using t-tests for independent means, at a significance level of .05, these
conclusions were reached:
3.

Sales productivity was significantly related to job satisfaction on

several facets: general satisfaction, creativity, variety, social status, authority,
compensation, advancement, co-workers, and recognition.
4.

Sales productivity was not shown to be significantly related to any

leadership dimension.
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CHAPTER I
IDENTIFICATION OF THE PROBLEM
Background
A major challenge feeing sales organizations is turnover of the salesforce.
For example, Learning International ("What does", 1990) conducted a study on the
extent and causes of salesforce turnover. They reported that in 1988,22% of all
salespeople left their jobs.
Of course the probable causes for turnover are as varied as the life situations
of the salespeople. Yet organizations are interested in discerning some o f the
possible contributing factors. One major financial planning institution expressed an
interest in investigating why financial planner turnover occurred within a year or so
of being appointed (Kreager, personal communication, February 15,1993). When
one considers that it costs a company $40,000 for a salesperson to leave and to be
replaced ("What does", 1990), it seems apparent that an understanding of the problem
might be coupled with remedial actions that could positively impact the bottom line.
The focus of this paper was to examine the associations between three
selected factors thought to be important in turnover, using financial planners as the
study group: (1) job satisfaction, (2) management behaviors, and (3) productivity.

1
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2
Purposes of the Study
The intent of the study was to look at the impact of managerial activities on
employee productivity and employee job satisfaction. Relationships were sought
among three variables: (1) financial plannerjob satisfaction, (2) financial planner
sales productivity, and (3) supervisory actions of the managers of the financial
planners. This led to the following specific purposes: (a) to investigate the
importance of selected satisfaction facets for financial planners, (b) to determine
assessments of leadership skills that subordinates have indicated their managers
possess, (c) to examine job satisfaction for financial planners high and low in
productivity, (d) to check how manager action and performance is related to high and
low productivity, (e) to look at the relationships between years as a planner and
productivity, and (f) to investigate the relationship of overall job satisfaction for the
planners to overall leadership skills of the managers.
Importance of the Study
Berl, Powell and Williamson (1984) find no correlations between satisfaction
and performance for an industrial workforce. Grant (1983) suggests that there is no
consistent correlation between performance and satisfaction, and that penalties
(criticism, loss of privileges) should be introduced when performance drops of£ even
though this may result in lessened job satisfaction. Yet Mandell (1989) recommends
that when quality of worklife projects result in financial gains for the organization,
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sharing these gains with employees results in increased production. When employees
note that there is a direct "reward" that results from increased productivity, then there
may be some type of link, not necessarily causal, between satisfaction and
productivity. IDS' approach to compensating planners reflects the sales performance
of the planners; compensation increases in proportion to increased sales volume and
the tenure o f the client ("IDS," 1989-1992). Studying this relationship between job
satisfaction and sales productivity provided insight into this process. In addition to
understanding the operation, the information gathered on the job satisfaction
interventions could be helpful in redirecting corporate resources.
In a study of turnover, Jenkins (1988) suggests the following factors as
causes: poor relationship with a supervisor, low compensation, lack of talent
development, lack of guidance, lack of trust, lack of involvement, lack of objectivity
and fairness, and management disinterest in human relations. Jenkins goes on to say
that when upwardly appraised managers take corrective action on factors indicated by
their direct reports, lessened turnover results.
Asherman and Asherman (1990) looked at improving sales performance
through upward appraisals, and found that it is possible to bring about positive
changes through subordinate evaluations. The Asherman and Asherman study
suggests other questions, ones that this study attempted to address: Were there
relationships between the existing productivity and the managerial actions as
indicated by the subordinate appraisals? The importance of this lies in the
implications for management development; productivity increases are tied to
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4
managerial leadership improvements, and the subordinate appraisal process points out
areas where managerial refinements may be appropriate.
Generalizability of the Study
The study examined financial planners for a national brokerage house, IDS
Financial Services. The total population of IDS planners consisted of about 7S00
people, located in 196 divirions scattered across the country. All of these planners
were on a schedule where commissions increase as sales increased. The productivity
measures were somewhat specific to IDS; thus there may be some discrepancies in
generalizing to other brokerage houses since the productivity measure may change.
Yet it is probable that similarities between brokerage houses are greater than
differences, thus one might expect some degree of generalizability to other
investment firms. The same holds true for the location of the IDS divisions which
were studied, which were in the Midwest. Some differences might be expected when
the study results are extended to different locales such as large urban centers. In
addition, selection of the planners was not based on a random sample, but rather an
attempt was made to obtain results on every planner in each of three divirions; using
a non-random sampling process might distort the extendibility of results to other
populations.
The planners for IDS operate somewhat like independent sales agents working
under an umbrella organization. Others often work in this situation in sales, for
example insurance agents. The information gathered on financial planners may be
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generalized to these other organizations.
This study sought to generalize the managerial behaviors (e.g., leadership)
and their impact on satisfaction and productivity of employees.
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CHAPTER H
REVIEW OF RELATED LITERATURE
Job Satisfaction
Carroll (1973) discusses the evolution of studies on job satisfaction (defined
in Chapter HI). Early research in job satisfaction 'was aimed at determining the
proportion of satisfied workers to dissatisfied workers. This led to attempts to
correlate facets, defined as specific characteristics of the job (see Section HI) that,
when taken together, constituted the totality of job satisfaction.
Job satisfaction is typically measured by asking repondents to complete a
Likert-type questionnaire that asks how satisfied they are with the overall job and
also with specific characteristics of the job like compensation, working conditions,
management (Rice, Gentile, & McFarlin, 1991). The facets are identified by a factor
analysis of the individual characteristics of the job, determining winch factors are
orthogonal from a correlation matrix (Jung, Dalessio, & Johnson, 1986).
Questionnaires that measure job satisfaction include the Minnesota Satisfaction
Questionnaire and the Job Descriptive Index.
Identifying these individual characteristics has become a common focus of
research. However, as described by Kuieck (1980), while there are certain correlates
with job satisfaction across work settings, there are unexplained variances. Rice et al.,
6
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(1991) studied the relation of facet importance and job satisfaction for college
students with varied jobs, using 12 facets: (1) hourly pay, (2) hours per week, (3)
commuting time, (4) promotion opportunity, (5) conversation with co-workers, (6)
customer or client contact, (7) opportunity to learn skills, (8) decision making, (9)
physical effort required, (10) mental effort required, (11) supervisor contact, and (12)
control over schedule.
For ministers of education, Bixby (1972) looked at the following as job facets:
(a) problem solving, (b) open communication, (c) team effort, (d) effecting change in
others, (e) appreciation, (f) authority commensurate with responsibility, (g) planning,
(h) personal effectiveness, 0) implementation, 0) accomplishment, and (k) fulfilled
responsibilities.
Mumford (1972) studied computer specialists in England. The factors she
looked at, indicated by employees as facets, included: (a) the skills and knowledge
that are brought to the position are used; (b) skill and knowledge are increased; (c)
psychological needs are met for self-development, responsibility, recognition,
advancement, and status; (d) pleasant social relationships; (e) job security; (f) a firm
or department with a good reputation; (g) opportunity for pursuing social and family
life; (h) an equitable effort-reward bargain; (i) reasonable quality and output
standards; (j) match between organization and individual values; and (k) task needs
are met for physical and skill variety, feedback, autonomy.
Another study, which looked at information systems personnel (Couger, 1988)
examined different job facets. Several factors are similar, but some differ from

Reproduced with permission o f the copyright owner. Further reproduction prohibited without permission.

Mumford's (1972) study. The motivation factors that were studied included: (a) the
work itself (b) opportunities for achievements, (c) opportunities for advancement, (d)
pay and benefits, (e) recognition, (f) increased responsibility, (g) technical
supervision, (h) interpersonal relations, 0) job security, (k) work conditions, and (1)
company policies.
Gruneberg, in a book published in 1979, examined job satisfaction, primarily,
in the United Kingdom. He developed the facets based on research papers published
by various authors. Gruneberg's reported facets included:
1.

The nature of the job itself: (a) the attainment of success, (b)

recognition, (c) application of skills, (d) the feeling of doing something worthwhile,
and (e) involvement in the job.
2.

The content of the job: (a) pay, (b) security, (c) work-groups, (d)

supervirion, (e) participation, (f) role-conflict, and (g) organization structure and
climate.
3.

Individual differences: (a) age, (b) gender, (c) tenure, (d) cultural

background, and (e) personality.
Steel (1991) looked at job satisfaction for public sector employees (federal,
state, local) in comparison with private sector employees. The factors he examined
included red tape, management flexibility, job aspirations, and earnings. Steel found
that employees in the public sector had higher levels of job satisfaction when
compared to counterparts in the private sector.
Kirk (1988) examined job satisfaction for human resource developers. His
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primary finding was that practitioners who switched into human resource
development positions were more job satisfied with their position than they were with
their previous jobs. The facets Kirk studied came from the short-form Minnesota
Satisfaction Questionnaire (discussed in Chapter HI—Methodology). In his study,
traditional operational managers—strong leaders who aspired to positional power—
were less job satisfied when they moved to training positions.
Roberson (1990) examined the relationship ofjob satisfaction to dimensions
of employee work goals, using a mixed idiographic-nomothetic technique to assess
the personal goals. The content of the personal goals include: (a) specific job tasks,
(b) co-workers, (c) supervisor/manager, (d) training/skill development, (e) future job
situation, (f) working conditions, (g) the company I work for, (h) pay/benefits, (1)
autonomy/responsibility, Q) work challenge, (k) help with/feedback on tasks, 0)
hours/attendance, (m) variety/boredom, (n)subordinates, (o) discrimination/fairness,
and (p) not classified (p. 37).
As the above studies demonstrate, there is no clear agreement upon facets that
make up the construct job satisfaction. But there are some factors that are common to
all, for example ability utilization, compensation, recognition, leadership.
Information on several facets was sought in this study, but as a major contributor to
job satisfaction, the facet leadership (as measured by employee appraisals) was
examined in detail.
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Job Satisfaction and Turnover
A major study of the extent and causes of turnover was carried out by
Learning International in 1989. The results of this large scale survey were
summarized ("What does,” 1990) with the finding that 22% of all salespeople left
their job in 1988. A major conclusion of the study showed that salesforce turnover
was strongly related to job dissatisfaction, and that the main disincentive was the lack
of support received from management.
Jayaratne and Chess (1984) carried out a national research study of job
satisfaction, burnout, and turnover for social workers. Based on survey data using the
Maslach Burnout Inventory, they found that the determinants of the work
environments for the three groups of social workers studied (child welfare,
community mental health, family sendees workers) differed significantly and they
drew the conclusion that a universal solution aimed at increasing job satisfaction was
of minimal value; therefore interventions must attend to the idiosyncrasies of each
particular group.
Kelly (1984) in a pragmatic paper aimed at preventing the untoward end of a
selling career (turnover), reviews the lessening satisfaction of a salesperson due to
selling burnout, a condition in which the salesperson no longer finds selling
challenging, interesting, or profitable. In the same view, Wilcox (1990) reported that

in a study that polled 500 salespeople and their managers, 40% were only moderately
satisfied with their jobs, and an additional third were on the verge of quitting. Poor
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managerial support appeared to be the primary cause of the turnover. Neither paper
was research-based.
In an examination of the relationship between organizational commitment, job
satisfaction and turnover for new salespeople, Johnston, Varadarajan, Futrell, and
Sager (1987) researched patterns of change which reflected new salespeople's job
satisfaction and intent for turnover. A IS item scale was used to measure or
ganizational commitment, and the Job Descriptive Index to measure job satisfaction.
Significant correlations showed that there was an inverse relationship between job
satisfaction and tumorver, and job satisfaction declined as the turnover point was
approached.
Jenkins (1988), writing about his experience as a manager in financial
planning, looked at turnover causes for professionals in finance, accounting, and
auditing. Turnover occurred because the former place of employment did not provide
job satisfaction. These factors most frequently led to the turnover: (a) lack of talent
development, (b) lack of guidance, (c) lack of trust, (d) lack of involvement, (e) lack
of objectivity and fairness, (f) management disinterest in human relations, and (g) low
compensation.
Job Satisfaction and Productivity
As job satisfaction has been studied, there has come about a debate whether it
is utilitarian as concept or whether anything productive is necessarily a result of the
satisfaction. Werther, Jr. (1985) discusses the historical assumption that the more
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satisfied the worker, the better the performance but that most current studies which
demonstrate positive relationships between high satisfaction and improved
performance are not significant.
On the performance-follows-satisfaction side, Tomkins (1992) in a descriptive
article reports that employee satisfaction leads to customer service, and in feet helped
Xerox net the Malcolm Baldrige Quality Award in 1989. Kavanagh, Hurst, and Rose
(1981), in a research study using the Job Descriptive Index to measure job
satisfaction and a direct interview to assess psychiatric symptomatology, when
analyzed by a one-way analysis of variance, state that job satisfaction is significantly
related to the presence or absence of psychiatric health symptoms for air traffic
controllers. Futrell and Parasuraman (1984), in a correlation study using the Job
Decriptive Index to measure job satisfaction, and a job performance survey used by
the pharmaceutical company to assess productivity, found that the components of job
satisfaction (satisfaction with pay, promotion, supervisor, work and co-workers) were
more significant predictors of propensity to leave (turnover) for low-performing
pharmaceutical salespeople than for high-performing salespeople. Schlesinger and
Zomitsky (1991), in a survey' study of 1,277 employees and 4,269 customers of a
personal lines insurance organization, found significant correlations that employee
perceptions of service quality are positively related to job satisfaction. Fryxell and
Gordon (1989), in a multivariate analysis study, identify job satisfaction as a
significant positive predictor of satisfaction with both the union and management for
both private and public sector unions. In a meta-analytic study of job satisfaction and
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individual performance, Petty, McGee and Cavender (1984) found consistent high
correlations between overall job satisfaction and performance.
Gaines (1993), in a "how to" article, suggests that executives have their
workers look at individual jobs in terms of what would make the jobs more satisfying,
noting that increased satisfaction leads to more productive employees. A key
recommendation is, "The relationship between the employee and his or her immediate
supervisor is at the heart of job satisfaction" (p. 8).
Mawhinney (1989), in a correlation study of salaried employees of a retail
store, applied behavior management principles and found significant differing levels
of job satisfaction, due to experiences in the work setting, that predicted job
performance, absenteeism, and job turnover, that is, performance was predicted by
satisfaction. In line with this, McAfee and Glassman (1988), in a non-reserach-based
paper, postulated that there is a relationship between irritants and satisfaction—the
greater the number and severity of irritants, the lower an employee's job satisfaction
level. McAfee and Glassman suggest using specific questionnaires, like the
Minnesota Job Satisfaction Questionnaire, to measure all the "big things" that affect
job satisfaction, and as a clue to the "little things."
On the job-satisfaction-does-not-lead-to-performance side, Stanley Modic
(1983), an editor for Industry Week, relates that "satisfaction guarantees nothing . . .
management has a way to go to turn that satisfaction into real commitment" (p. 7). A
satisfied worker is not necessarily a high producer, he or she may be content to
perform only an average job (Werther Jr., 1985).
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A staff writer for Fortune. Walter Kiechel El (1989) identified this basic
quandary about job satisfaction and productivity:
A quick one-question test to plumb the accuracy of your managerial
assumptions: how, please, does morale—or job satisfaction as the experts
prefer to call it—relate to productivity? "Uhh," the average manager would
probably respond, "in general, the happier the worker, the more he will
produce" (p. 121).
Kiechel m (1989), goes on to say that this is not necessarily so. Kiechel
quotes Kay Snavely, a professor of organizational behavior at Miami University in
Ohio, who says that one current view is that satisfaction is related to productivity
when people feel that they have been fairly or unfairly rewarded. Shipley and Kiely
(1988) find that when salespeople are paid on a commission basis, pay is a motivator
that can lead to satisfaction with the job.
Leadership and Productivity
Managerial leadership is held to be related to employee productivity. For
example, AECL Research, (a subsidiary of Atomic Energy of Canada Ltd.)
"identified leadership characteristics as the primary factors affecting employee
morale and productivity" (Pinsonnault, 1992, p. 10).
"A major goal of sales management has been to maintain the growth i n. . .
performance of sales employees over their entire careers" (Feldman & Weitz, 1988, p.
23). This paper, based on review of research, postulates a model of plateuing and
suggests leadership actions—prescriptions—that management can utilize to: (a)
improve performance deficiencies (e.g., compensation); (b) enhance limited growth
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opportunities (e.g., ease out unproductive workers); and (c) promote acceptance of
career growth opportunities (e.g., offer dual career ladders).
Quick (1991) suggests leadership actions to engage for the salesperson whose
level of productivity, while self-satisfactory, doesn't thrill the sales manager. In this
case, such leadership actions as reducing or adding responsibilities, redesigning of the
job, providing invigorating new challenges, all may ultimately lead to increased
productivity.
In a research study on reducing sales manager job stress, Sager (1990)
discusses the factors that act as stressors for sales managers may differ from those
which affect job stress for the salesforce. In particular, regression analyses of the
scores indicating job involvement skills in motivating/influencing salespeople were
significantly more predictive of job stress for the sales managers than were nonwork
activities.
Carew (1989) recommends that salespeople evaluate their manager's actions
as a means of increasing the salesperson's performance. Such factors as problem
solving, goal setting, and straight-forward communications were the managerial
actions studied.
A research study was conducted by Asherman and Asherman (1990) who
obtained sales staff survey data, using Sterling's Management Survey on their
management's leadership practices. After managerial training based on the sales staff
survey results, sales improved by at least 10% for each period when re-surveyed one
and two years later. The mean scores for the leadership dimensions of performance
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expectations, effective authority, teamwork, performance evaluation, rewards and
recognition, and responsibility for results all significantly increased.
Moravec, Collins, and Tripodi (1990) discuss the erosive effects of
plateauiing, burnout, and turnover on sales force productivity and recommend
leadership actions, such as establishing a dual career path to overcome these
challenges to sales performance.
Subordinate Appraisal of Managers as an
Indicator of Managerial Actions
Upward feedback is a process for assessing leadership effectiveness at the
level where the managerial characteristics are most experienced, by the employee
being managed. Bemardin and Beatty (1987) in a descriptive article covering
research findings, discuss the value of using subordinate appraisals. Significant
relationships have been shown between surveys like the Leader Behavior Description
Questionnaire (leadership actions assessed by subordinates), measures of managerial
effectiveness (e.g., group effectiveness), and output productivity (e.g., turnover,
absenteeism). Positive correlations between these responses and organization
effectiveness were obtained. Bemardin and Beatty studied IBM, RCA, Syntex,
Libbey-Ownes-Ford, and a highway patrol, and found that subordinate appraisals
were used "to help improve managerial effectiveness, evaluate and promote
personnel, change corporate culture, implement strategic planning, reduce costs of
promotion decisions, and reassign workloads" (pp. 63-64).
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Bemardin and Beatty (1987) discuss three reasons to support the use of
subordinate appraisals: (1) subordinates are in a good position to observe and
evaluate leadership performance; (2) since typically multiple ratings are obtained
from the work group, the assessments are probably more accurate; and (3) the
subordinate appraisals of management process is compatible with the employee
involvement models that are in increasing use today. Bemardin and Beatty go on to
say that "when properly implemented, subordinate appraisals should enhance worker
job satisfaction and morale" (p.63).
A three-year research study of a sales force was carried out by Asherman and
Asherman (1990). They used upward-appraisals to identify managerial actions that
had a potential for improvement (Sterling’s Management Practices Survey), and based
on the results, consulted with individual managers on improvement opportunities and
possible steps to be taken. After the interventions, sales rose by 10% each year, and
correlations on all six leadership dimensions—(1) performance expectations, (2)
effective authority, (3) teamwork, (4) performance evaluation, (5) rewards and
recognition, and (6) responsibility for results—increased significantly when retested at
the end of the first and second year after the initial administration.
Several papers of a "how to" nature have been published on the use of upward
appraisals as an indicator of the potential improvement of leadership actions. While
these are not research-based, they are the pragmatic experiences of organizations in
the use of upward appraisals as tools for enhancing managerial capabilities.
Nicholas (1992) suggests the value of upward appraisals for a manager's role
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as a coach, to build highly productive working teams. Nevels (1989) recommends the
use of upside-down appraisals for recognizing and solving morale and productivity
problems.
For salespeople, Carew (1989) identifies four major complaints concerning
their managers that can be addressed by making use of reverse feedback to the
managers. These are: (1) the managers do not spend enough time with their
salespeople, (2) the managers do not listen to the concerns of their salespeople, (3)
sales managers do not take salespeople's concerns seriously, and (4) the sales
managers do not follow up. Asherman and Asherman (1990), in a three-year study of
subordinate appraisals of managers, found that after the introduction and continued
use of reverse appraisals, a better motivated and more productive salesforce resulted.
Werther Jr., (1990) recommends that bottom-up evaluations be done twice
annually, year-in and year-out, to process this message to managers, "You are
expected to improve and these are the areas where improvement is expected" (p. 110).
Pinsonnault (1992) discusses the important message that is read throughout an
organization when the upward feedback process is used—managers are ready to face
up to what employees have to say, good and bad. Petrini (1991) interviewed four
organizations who all agreed that gathering upward feedback can be a challenge since
managers may not want to know what employees really think, and subordinates may
have qualms about telling them. The review (Petrini) goes on to say that this kind of
feedback can make a real difference. Osbum (1990) recommends that upward
evaluations assist senior management in looking for trends—when several employees
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say the same thing, this suggests a need to take a closer look at the situation and
develop an action plan to address any problems that surface.
Smith (1992) posits the use of upward appraisals as a means of working more
effectively with an increasingly diverse, demanding, and empowered workforce. The
Chrysler Corporation uses reverse performance appraisals to improve upward
communication, the supervisory skills of managers, and its competitiveness in the
marketplace (Santora, 1992).
360° Feedback
As organizations have sought more comprehensive information on employee
skills, feedback instruments have been developed that obtain rater data from
subordinates, peers, superiors, and even customers (Nowack, 1993). In this practical
paper, Nowack cites several reasons for the use of these so-called 360° assessment
tools: (a) as an alternative to assessment centers, which can be costly; (b) because
computer software is available which can summarize data from multiple sources; (c)
for use in continuous measurement for continuous improvement; (d) for use with
plateaued employees to obtain job-related feedback; and (e) to maximize employees'
potentials. Nelson-Horchler (1988), in an article which reviewed results from several
large corporations, adds to this that company customers can rate the services given to
them by the person bong appraised. This fits into the increasing emphasis on Total
Quality for forward-looking organizations.
McEvoy (1988) interviewed 330 managers in eight different organizations in
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two western states, about the use of subordinate appraisal of managers, and
performed a correlation analysis to determine approval of upward reviews. The
major determinants of user approval were within the control of the appraisal system
design. Based on this. McEvov recommends the use of multiple rater performance
appraisal (MRPA) systems because "everyone knows who the good and bad
performers are" (p. 115), and that these assessments provide the combined wisdom of
many people for personnel decisions. McEvoy lists upper level managers, associates
in other departments, customers, subordinates, peers, and the boss as potential raters
in a MRPA
In a pair of papers written for practitioners for a team-evaluation system for
individual contributors, Edwards and Sproull (1985), and Edwards (1990) propose the
use of an employee's immediate supervisor, coupled with peers the employee
regularly works with, to provide input into performance appraisals. Advantages
claimed by Edwards and Sproull, and Edwards, include reduction of bias from
appraisals only by the manager, employee acceptance of the consensus multiple raters
provide, highly reliable performance information, and valid sources for predicting
organizational advancement. In a review of the current state of performance appraisal
research and practice, Bretz Jr., Milkovich, and Read (1992, p. 331) discuss the
validity of appraisals conducted by peers, subordinate and self, as well as the free
validity for the popular press of this type of feedback.
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Summary
In the literature review, the following were relevant key points developed in
the first six sections:
1.

Job satisfaction, leadership, and productivity were thought to be

related to turnover.
2.

A primary factor of job satisfaction was the leadership provided to the

employee.
3.

Productivity could be related to job satisfaction.

4.

Sales productivity could be enhanced by salesforce leadership.

5.

Upward appraisal of salesforce management (reflecting leadership

actions) could improve sales productivity.
6.

Effective appraisals of leadership actions could be taken from peers,

selfj subordinates, superiors.
The literature review consistently identified leadership as a primary
contributing component ofjob satisfaction. This led to the first conceptual
hypothesis:
1.

For financial planners, there is a direct relationship between the job

satisfaction of the planner and the appraised level of overall leadership performance
of the planner’s direct superior.
Productivity was noted to be related to job satisfaction for some occupations,
depending on the "reward system." This led to the second conceptual hypothesis:
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2.

For financial planners, the job satisfaction for planners higher in

productivity is different from the job satisfaction for planners lower in productivity.
Leadership was identified as a primary contributor to productivity for certain
occupations. This led to the third conceptual hypothesis:
3.

For financial planners higher in sales productivity, the appraised level

of leadership actions of the planner’s direct superior is different than the appraised
level of leadership actions of the planner's direct superior for planners lower in sales
productivity.
The original study objectives and these three hypotheses provided the
framework from which the methodology was developed. Since the literature review
indicated leadership had been shown to impact productivity as well as job
satisfaction, survey instruments were sought that provided leadership indicia. These
instruments are detailed in the methodology.
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CHAPTER m
METHODOLOGY
This chapter discusses the design and methodology in the following sections:
(a) Study Purpose, (b) Population and Sample, (c) Procedures, (d) Minnesota
Satisfaction Questionnaire, (e) The Profilor™, (f) Productivity Data, (g) Ad-Hoc
Subscale "Boosts Productivity," (h) Data Analyses, and 0) Terms and Definitions.
Study Purpose
The basic objective of the study was to determine: were there relationships
among job satisfaction, leadership, and sales productivity for financial planners?
The roles of leadership in job satisfaction and productivity were developed in
the review of literature. To look at these associations, survey information was sought
to provide research data for these questions:
1.

What were the significant job satisfaction facets for financial planners?

2.

To what degree were the satisfaction facets being met?

3.

What were planner perceptions of the range and degree of achievement

of leadership actions for their management?
4.

What were the sales productivities of the financial planners?

As additional research questions, the following relationships were
investigated:
23
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5.

Was there a relationship between job satisfaction and sales

productivity for the financial planners?
6.

Was there a relationship between leadership and job satisfaction for

the financial planners?
7.

Was there a relationship between leadership and sales productivity for

the planners?
Population and Sample
The potential available population for this study consisted of about 7500
financial planners employed by a national brokerage house, IDS Financial Services
(IDS). These planners were located in 196 divisions scattered across the country.
Each planner at IDS maintains his/her own business under the IDS umbrella, and is
advised by a district manager. District managers are led by division vice presidents;
division vice presidents report to a regional vice president.
The sample was taken from three divisions of IDS located in the MidwestGrand Rapids, MI; Kalamazoo, MI; and South Bend, IN. There were 137 planners in
the three divisions. All planners in the sample were contacted and asked to
participate in the study.
Procedures
In February, 1993, the Vice President for Field Development at a national
brokerage firm was contacted about conducting a study of financial planners. As a
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result of this discussion, a research investigation was authorized to examine
associations between leadership, productivity, and job satisfaction as contributing
factors of salesforce turnover (Kreager, personal communication, February 15,1993).
Because human subjects were to be involved in the study, approval was
obtained from the Human Subjects Institutional Review Board at Western Michigan
University before beginning the study (see Appendix A).
The management structure at the brokerage firm places a Regional Vice
President (RVP) as the executive in charge of a region. Authorization was sought
and received from the RVP to work with three divisions (Rogos, personal
communication, June 9, 1993).
When approval to begin the study was received from senior management, the
three Divisional Vice Presidents (DVP's) were contacted by telephone; then
individual meetings were arranged to explain details of the study. All DVP's agreed
to participate in the research (Damon, personal communication, June 16,1993;
Peddie, personal communication, June 14, 1993; Umbaugh, personal communication,
July 1, 1993).
Following divisional approvals, meetings were arranged with the leadership
team—consisting of the DVP and each District Manager (DM)—at each division. At
these meetings a prepared script was used (see Appendix B) to cover all details of the
proposed study, DM buy-in was sought and received, and the names of the financial
planners and their upward report were obtained. Also gathered at that time was the
year-to-date sales productivity for each planner as well as the date the planner was
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appointed. Sales productivity (see definitions in this chapter) for this organization is
determined in two ways: (1) by a measure called total weiehted production (TWP),
which is calculated from the dollar amount of financial product sales in millions,
adjusted for the tenure of the account; and (2) the number of financial analyses sold.
These data were available directly from divisional reports. The year-to-date cutoff
selected was 214 days into the fiscal year (August 2,1993).
A packet was prepared and provided to the financial planners in the division,
consisting of a letter describing the study and requesting their participation (see
Appendix C), an informed consent form to sign if they chose to complete the study
(see Appendix D), the two surveys—described below—and a stamped return envelop
addressed directly to the researcher. For anonymity, the surveys bore pre-coded
numbers in place of names, with codes known only to the researcher.
A few days after the packets were provided to each planner, the study was
discussed at a divisional meeting with all planners present, along with their
management. At this meeting the plan of the study was presented, and assurances
provided that participation was optional but encouraged, with anonymity assured. No
planner's name would appear anywhere within the dissertation or any summary
reports provided to the brokerage firm management; responses would only appear as
summarized information.
As responses were received from the planners, the survey data were entered
into mainframe statistical processing software available through Western Michigan
University, SPSS-X™ Release 4.1, License 19322 (Norusis, 1988). All data were
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verified against the original forms.
Two weeks was the initial time provided for return of the packets. After that
time, a memo (Appendix E) was forwarded to the DVP requesting returns for non
respondents, identifying those who had not yet sent back the surveys. One additional
week was allowed before the study was closed out for that particular division.
After all data had been received and recorded for the three divisions,
statistical analyses were completed using the SPSS-X computer program. Without
any reference to individuals, division-specific results were discussed with the three
DVP's separately. Overall results for the three combined divisions were presented to
the RVP.
The intent was to destroy all surveys at the acceptance of this dissertation—
this was one of the conditions of the study that was specified to the planners to ensure
anonymity.
Measures
Two questionnaires provided the survey data for the study: (1) for job
satisfaction, the Minnesota Satisfaction Questionnaire was used; and (2) for
assessment of leadership actions, The PROFILOR™ was chosen.
Minnesota Satisfaction Questionnaire (MSP)
In 1957, the United States Department of Health, Education, and Welfare
commissioned a study by the Industrial Relations Center at the University of

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

28
Minnesota to develop diagnostic tools for assessing the work adjustment potential of
vocational rehabilitation applicants and the evaluation of work adjustment outcomes
(Weiss, Davis, England, and Lofquist, 1967). The MSQ is a measure of one of the
primary indicators of work adjustment, and measures satisfaction with several aspects
of work and work environments.
The long-form MSQ ("Minnesota Satisfaction," 1967) was the survey
instrument used to measure job satisfaction in this study. Weiss et al., (1967) dted
that "it is easy to read (fifth grade reading level); meets the accepted standards for
reliability; and shows evidence of validity" (p. vi).
The long-form MSQ is composed of 100 items, and provides a measure of
general satisfaction with one's current position, as well as measures of satisfaction on
20 subscales: (1) ability utilization, (2) achievement, (3) activity, (4) advancement,
(5) authority, (6) company policies and practices, (7) compensation, (8) co-workers,
(9) creativity, (10) independence, (11) moral values, (12) recognition, (13)
responsibility, (14) security, (15) social service, (16) social status, (17) supervisionhuman relations, (18) supervirion—technical, (19) variety, and (20) working
conditions. Each scale consists of five Likert-type items; the five hems are summed
to provide the raw scale score. The response alternatives are: (1) not satisfied, (2)
only slightly satisfied, (3) satisfied, (4) very satisfied, and (5) extremely satisfied; the
scoring weight is the same as the parenthesized number preceding the response
alternative.
The scales and response alternatives are defined, with permission of the
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copyright holder (see Appendix F), in Appendix H.. Additionally, permission was
granted to identify the five hems belonging to a scale as an example of how the test is
constructed. Thus, for the scale"supervision-human relations," the five hems are:
#10

The way my supervisor and I understand each other.

#30

The way my boss handles his/her employees.

#50

The way my boss backs up his/her employees with top management.

#70

The way my boss takes care of the complaints of his/her employees.

#90

The personal relationship between my boss and his/her employees.

Since a scale consisted of the sum of five hems, there was a question of how
to handle one (or more) missing values for a respondent. This question was posed to
David J. Weiss, one of the developers of the MSQ. His recommendation was that all
scales be made equal by multiplying the sum of the hems answered (for the scale)
times 5 divided by the number of answered hems (Weiss, personal communication,
August 6,1993). Thus for the scale "supervision—human relations," if the responses
were, for questions #10=3, #30=unanswered; #50=4; #70=4; #90=4; the scale score
would be (3+4+4+4)x5*4=18.75. Weiss recommended that for a scale with two or
more unanswered hems, that scale be eliminated for that respondent, and that if any
respondent left five or more hems unanswered, that person's MSQ be eliminated from
the study. The Weiss recommendations were followed in the research.
The Manual for the Minnesota Satisfaction Questionnaire (Weiss et al., 1967,
p. 4) provides a means for scoring the "general satisfaction" scale. The questionnaire
has 100 hems, which represents 20 subscales with fives specific items being summed
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to foorm the subscale score. A specific item belonging to a subscale is provided for
each of the 20 subscales, and these 20 items are summed to form the "general
satisfaction" score, with sums ranging from 20 to 100. If any one or more of these 20
specific items was unanswered, the "general satisfaction" score for that respondent
was not included in the study.
Raw scores for each MSQ scale were converted to percentiles using the
conversion table for employed non-disabled (Weiss et al., 1967, p. 91). A percentile
score of 75 or higher represented a high degree of satisfaction; a percentile score of
25 or lower indicated a low level of satisfaction; and scores in the middle range of
percentiles indicated average satisfaction (p. vii).
The PROFILOR™ (see Footnote 1)
The PROFILOR™ is a 360° appraisal instrument—self superior,
subordinates, peers—which provides developmental feedback to a manager on 24 key
management related skills. The PROFILOR™ is the reverse appraisal (see
definitions in tins chapter) instrument of choice for IDS, and the skills assessed on
this instrument have been incorporated into IDS Corporate Goals for Management
(Braaten, personal communication, March 12,1993).
The PROFILOR™ consists of 135 items organized into 24 dimensions

’The PROFILOR™, Copyright 1991, Personnel Decisions, Inc. Material used with
express permission from Personnel Decisions, Inc. for the purpose of this dissertation
(Relationships Among Job Satisfaction, Productivity, and Supervision Provided to
Financial Planners) only.
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(scales) plus an "overall performance" measure. Reliability analysis shows high
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internal consistency reliability, usefulness in test-retest designs, Cronbach's alpha
values ranging from .70 to .91, and with validity measures showing positive
correlations with a composite of salary and level (Holt & Hazucha, 1991).
The 24 dimensions are: (1) analyze issues, (2) use sound judgement, (3)
establish plans, (4) manages execution, (S) provide direction, (6) lead cou
rageously,(7) influence others, (8) foster teamwork, (9) motivate others, (10) coach
and develop, (11) champion change, (12) build relationships, (13) display
organizational savvy, (14) manage disagreements, (IS) speak effectively, (16) foster
open communication, (17) Listen to Others, (18) drive for results, (19) show work
commitment, (20) act with integrity, (21) demonstrate adaptability, (22) develop
oneself (23) use technical/functional expertise and (24) know the business. These
dimensions are expanded in meaning in Appendix I.
Each item is phrased as "This person: [item]" and has six Likert-type response
alternatives; the scoring weight of each alternative is shown in parentheses preceding
the response: (1) not at all, (2) to a little extent, (3) to some extent, (4) to a great
extent, (S) to a very great extent, and (NA) does not apply.
There are 135 items on the questionnaire, representing 24 leadership
dimensions. Different numbers of items make up specific dimensions, thus the
dimension "use sound judgment" has four specific items that are summed to form its
score; the dimension "manage execution" has nine specific items that are totalled to
form its score ("Standard Profilor," June 1993). Permission was received from
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Personnel Decisions, Inc., to provide a sample dimension and its items (see
Appendix G). For the dimension "overall performance,” the responses to these items
are summed:
#20

[This person:] Gets the job done.

#50

[This person:] Stimulates others to make changes and improvements.

#75

[This person:] Accomplishes a great deal.

#97

[This person:] Is an effective manager overall.

#99

[This person:] Produces high quality work.

Since dimensions were calculated by summing from four to nine items,
depending on the dimension, a method for handling either "NA" or unanswered items
was necessary. After communication with Personnel Decisions, Inc., (Upham,
personal communication, June 14,1993) the following procedures were used. First,
for any individual respondent, if any item was unanswered or marked "NA", the
dimension that item summed into was not used in the study; however, other
dimensions for the same respondent where all items were present were used. Second,
for the calculation of group statistics on any given dimension, only respondents with
numeric responses were used; "NA's" and unanswered items were not included in the
calculations of means or standard deviations, but were reflected in the counts of
respondents/non-respondents.
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Productivity Data
Two measures of financial planner productivity were used in the study: (1)
the number of financial analyses sold, and (2) the weighted production (WP); for
definitions, see later in this chapter. Both of these measures were regularly used by
the brokerage firm to identify the sales productivity of the planners, and provided
levels for calculating salaries, commissions, and bonuses.
This study sought to look at higher levels of productivity contrasted with
lower levels. In order to categorize high (herein called exemplary) production versus
low (herein called nominal) production, it was necessary to determine what measured
level constituted the appropriate cutoff. Each division manager was contacted for the
appropriate cutoff levels for exemplary production, with the same results, a total
weighted production (TWP)2 of 2.3 or 20 financial analyses sold, for the entire year
(Damon, personal communication, August 7,1993; Peddie, personal communication,
August 7, 1993; Umbaugh, personal communication, August 7, 1993).
This TWP level corresponded to a categorization used by the brokerage firm,
on its weekly sales performance reports, called "STAR LEVEL" which ranged from
zero to seven. STAR LEVEL 2 and above represented exemplary production of 2.3 ]
TWP for the entire year. The level of TWP needed to receive special bonuses was
used to set the lower limit for being categorized into the exemplary grouping.
2Total weighted production is a measure of productivity which reflects the dollar volume
and tenure of financial products sold, in millions. Typically the organization reports
TWP with the millions understood (e.g., a TWP of 2.61 [million] is normally reported as
2.61).
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When the TWP of 2.3 was pro-rated for 214 days into the year (cutoff number of days
forthestudy), the pro-rated figure was calculated at 1.348 TWP. Thus a planner with
a year-to-date TWP of 1.348 or higher, at the time the productivity data were
obtained, was categorized as having exemplary TWP; if less than 1.348, then the
planner was categorized into the nominal TWP grouping.
For financial analyses sold, the pro-rated cutoff for exemplary production was
12 plans at 214 days into the year, which corresponded to 20 analyses sold in the full
year.
Exemplary production could occur by either the TWP level being greater than
or equal to 1.348, and/or 12 or more financial analyses sold. This led to the four
possibilities: (1) Exemplary TWP, Exemplary Financial Analyses Sold; (2)
Exemplary TWP, Nominal Financial Analyses Sold; (3) Nominal TWP, Exemplary
Financial Analyses Sold; (4) Nominal TWP, Nominal Financial Analyses Sold.
Ad-Hoc Subscale "Boosts Productivity"
One major purpose of the study was to look at relationships between
leadership and productivity. The PROFILOR™ did not have a specific dimension
related to managerial leadership actions that might enhance a person's productivity.
In an attempt to isolate or identify these managerial behaviors, it was felt that
selecting certain behaviors might expose a possible relationship between the
behaviors and exemplary productivity. An internal consultant at the producer of the
leadership survey, PDI, was contacted about selecting certain items from the
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leadership questionnaire with each representing a differing managerial behavior, and
grouping the responses to form an ad-hoc subscale called "boosts productivity"
hereafter. The consultant's response was that such a grouping could be a viable
research technique, but that there would be no carryover of the reliability/validity that
the 24 researched dimensions possessed (Olsen, personal communication, August 25,
1993).
Three different methods were used to form this ad-hoc subscale "boosts
productivity:" (1) selecting the top five/ten/fifteen item numbers with the highest
mean scores for the exemplary productivity group of financial planners, (2)
interviewing a successful financial planner in order to determine the leadership skills
of his manager which he believed most enhanced his planner productivity, and (3) a
review of the literature for managerial behaviors thought to be related to productivity.
Highest Mean Scores
Each respondent was identified by a code as being exemplary or nominal in
total weighted production and by a separate code as being either exemplary or
nominal in analyses sold. The respondents were then grouped into exemplary/
nominal categories for total weighted production. For the exemplary group on total
weighted production, the respondent's scores were used to calculate individual means
for each of the 135 items, with the non-respondents not being used for the mean
calculations. These item means for the exemplary group were then ranked and the
upper five, ten and fifteen items were used to sum into ad-hoc subscale scores. The
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same procedure was repeated for the other productivity measure, the number of
analyses sold.
Financial Planner Item Selections
A successful productive financial planner perused the 135 items making up
the PROF1LOR™ and selected the managerial behaviors that he believed did the
most to boost his personnel productivity (Riegel, personal communication, August
26, 1993). Eighteen items were selected, and listed in the next chapter.
Literature Review

Based on a review of literature, 17 items (that research had indicated bore a
relationship to productivity) were selected from the 135 items in The PROFILOR™.
These 17 items were summed to form the "boost productivity" subscale. The items
are listed in the next chapter.
Data Handling
On July 9, 1993, the first set of packets was provided to the planners at IDS in
South Bend, IN. On July 12,1993 the packets were given to the planners at IDS in
Kalamazoo, MI, at a divisional meeting. The packets for the IDS division in Grand
Rapids, MI, were delivered on July 28,1993.
Approximately seven days after the packets were delivered, a list was
prepared of non-respondents (by division) and given to the DVP, with a request for

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

37
planner participation if acceptable.
Responses were accepted from planners up until August 19,1993.
Information on how long the planner had been appointed, and productivity
information, was obtained from the individual division reports for each of the three
cities through the period ending August 2, 1993.
The productivity information from the divisional reports was used to code
each respondent into one or the other of the two productivity groupings (exemplary/
nominal). Each respondent's survey data from the MSQ and The PROFILOR™ was
combined with the productivity codings and tenure information, and the information
enterted into SPSS-X. All data were entered by 8/22/93, and the printouts verified
agianst the original questionnaires and division reports.
The groupings of the items selected form The PROFILOR™ to form the adhoc subscale "boosts productivity" were entered into the computer by 8/26/93.
Statistical runs, using SPSS-X, were begun on 8/27/93. Descriptive statistics
were obtained on the demographics, productivity groupings, The PROFILOR™
dimensions, and MSQ subscales. Correlations and regressions were run on the tenure
information verses productivity, and job satisfaction versus overall management.
T-tests for independent means were run for the productivity groupings of the MSQ
subscales, the productivity groupings of The PROFILOR™ dimensions, and for the
ad-hoc subscale groupings. All statistical runs were completed by 8/28/93.
The final data handling activity will be to destroy the surveys upon the
acceptance of the dissertation; this was a condition of the study promised to the
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planners to ensure anonymity.
Data Analysis
The intent of the study was to explore relationships of management actions to
employee productivity and on job satisfaction. The review of the literature suggested
three conceptual hypotheses relating these activities and constructs, with their
corresponding null and alternate hypotheses.
Conceptual Hypotheses
Based on the literature review, the research questions were expanded to these
conceptual hypotheses:
1.

For financial planners, there is a direct relationship between the job

satisfaction of the planner and the appraised level of overall leadership performance
of the planner’s direct superior.
2.

For financial planners, the job satisfaction for planners higher in

productivity is different from the job satisfaction for planners lower in productivity.
3.

For financial planners higher in sales productivity, the appraised level

of leadership actions of the planner's direct superior is different than the appraised
level of leadership actions of the planner’s direct superior for planners lower in sales
productivity.
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Null and Alternate Hypotheses
1.

The Pearson Product-Moment Correlation (PPMC) between financial

planner job satisfaction and the appraised overall leadership performance of the
planner's direct superior will be zero, against the alternate: the PPMC between
financial planner job satisfaction and the appraised overall leadership performance of
the planner's direct superior will be greater than zero.
2.

There is no difference in mean job satisfaction scores of financial

planners with exemplary or nominal sales production, against the alternate: mean job
satisfaction score of financial planners with exemplary sales productivity will be
different from the mean leadership scores of financial planners with nominal sales
productivity.
3.

There is no difference in mean appraised leadership scores of financial

planner's direct superiors, for planners with exemplary or nominal sales production,
against the alternate: mean appraised leadership scores of financial planners' direct
superiors, for planners with exemplary sales production, will be different from the
mean appraised leadership scores of financial planners' direct superiors, for planners
with nominal sales production.
For hypothesis one, the test for the PPMC greater than zero used a one-tailed
distribution at the .05 level of significance (a = .05). Hypotheses two and three used
two-tailed t-tests for independent means, with a significance level of .05 (a = .05).
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Terms and Definitions
The terms related to the study are listed below. Definitions for the MSQ
scales are provided in Appendix H. The PROFILOR™ dimension definitions are
located in Appendix I.
District Manager
"A planner's direct supervisor. This person provides the training that helps the
planner become a professional. District managers are independent contractors"
("IDS," 1989-1992, section 8, p. 3).
Division Manager
"Head of the local field management team and supervisor of all field members
in that division. This person provides the leadership that contributes to the success of
new and veteran planners. Division mangers are employees of IDS Financial
Services Inc." ("IDS," 1989-1992, section 8, p. 3).
Financial Analysis
The process of gathering financial facts, figures, and significant data, and then
analyzing this information for constructing a financial plan. ("Financial planning,"
1991). The sale of financial analyses is an important measure of productivity at IDS
("IDS," 1989-1992).
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Financial Plan
A tool to help clients met their financial objectives, At IDS, a plan considers
the present financial position, protection planning, investment planning, retirement
planning and estate planning. ("Financial planning," 1991).
IDS
IDS Financial Services; IDS Tower, Minneapolis, MN 55440.
[Mission Statement] "Our mission is to help clients achieve their financial
objectives—prudently and thoughtfully—through a long-term financial planner
relationship with a trusted and knowledgeable planner" (IDS Financial Services Inc.,
1992).
Job Facets
"Job facets are the individual components that make up one's experience at
work (e.g., promotion opportunity, pay, co-workers, autonomy.)" (Rice et al., 1991,
p. 31).
Job Satisfaction
"An affective reaction or feeling by an employee on how happy or satisfied he
or she is with the job, supervisor, co-workers, pay, and his/her current and future
career progress and potential" (Van de Ven & Ferry, 1980, p. 390).
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Operationally, job satisfaction is measured by a respondent answering Likerttype questions concerning Ms or her satisfaction with various aspects o f a job, using
reponses alternatives like "not satisfied," "only slightly satisfied," "satisfied," "very
satisfied," and "extremely satisfied." In tMs study, the Minnesota Satisfaction
Questionnaire was used to measure job satisfaction.
LeadersMp Skills
"Leadership skills consist of three components, wMch include a well-defined
body of knowledge, a set of related behaviors, and clear criteria of competent
performance" (Hughes, Ginnett, & Curphy, 1993, p. 192).
As an example, for the leadership skill of delegating:
Good leaders know when and to whom a particular task should be
delegated (i.e., knowledge); they effectively communicate their
expectations concerning a delegated task (i.e., behavior): and they
check to see whether the task was accomplished in a satisfactory
manner (i.e., critieria) (Hughes et al., 1993, p. 192).
Operationally, for purposes of tMs disseration, leadership skills are assessed
by subordinates on a questionnaire (The PROFILOR™) using response alternative
that indicate the degree to wMch their manages performs specific leadership
behaviors.
Personnel Decisions. Inc.
Personnel Decisions, Inc., (PDI), is a firm of organizational psychologists and
consultants specializing in assessment-based development of managers and
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organizations ("The PROFILOR," undated, p. 8).
Sales Productivity
Sales productivity describes the amounts of goods and services sold.
Operationally it is measured, for this disseratation, in two ways: (1) total weighted
production—the dollar volume of financial products sold, adjunted for the tenure of
the client (millions understood), and (2) the number of financial analyses sold.
Subordinate Appraisal of Managers
Several terms have been used to describe the process whereby a manager is
rated on leadership skills by subordinates. Santora (1992) calls the process reverse
appraisal and defines it as "a performance appraisal [which] is taken from the bottom
up, giving the people who report to a manager the opportunity to give him or her
direct feedback on performance" (p. 39). London and Wohlers (1991) call the
process upward feedback, and define it as "the process of subordinates anonymously
evaluating their supervisor's performance. The data [Likert-type scores] are averaged
and fed back to the supervisor, and possibly to the next higher level of management,
for purposes of development and/or performance evaluation” (p. 375). The AMA
Forum ("Another perspective," 1982, p.29) calls the process a reverse review. Petrini
(1991, p. 15) identifies the procedure as an uoside-down performance appraisal.
Subordinate appraisal of managers (McEvoy & Beatty, 1989, p. 37) will be the term
used in this paper.
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Weighted Production
Weighted production is a unit of measure unique to IDS that gives a
non-dollar value to product and service sales. This non-dollar value
balances the differences between how and when products earn a profit
for IDS and how and when planners are compensated for sales.
Weighted production is used to measure productivity ("IDS," 19891992, section 2, p. 7).
360° Feedback
"Feedback is collected 'all around' an employee, from his or her supervisors,
subordinates, peers, and customers. A 360-degree assessment provides a
comprehensive summary of an employee's skills, abilities, styles, and job-related
competencies" (Nowack, 1993, p. 69).
Summary
The methodology selected for use in this research was intended to provide
information on these general topics: (a) the importance of selected job satisfaction
facets for financial planners, and planner assessment of their management's leadership
skills; and (b) relationships among job satisfaction, productivity, and the leadership
activities provided to the planners.
Survey instruments were chosen to provide data for these topics—The
PROFILOR™ for leadership actions, and the Minnesota Satisfaction Questionnaire
for job satisfaction. This survey data were coupled with sales productivity
information on the planners. Descriptive statistics were generated from the
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summarized information on planner satisfaction and planner assessments of their
superior's leadership skills, which identified the degrees to which different
satisfaction facets were being fulfilled, and assesments of managerial behaviors being
used. Correlations were used to relate planner tenure to job satisfaction and
productivity, and t-tests for independent means to ascertain how productivity was
related to job satisfaction and leadership. Other groupings of the data were selected
to explore potential leadership actions and how they might enhance planner
productivity.
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CHAPTER IV
FINDINGS
This chapter presents information about the respondents and their
productivity, and the results of the hypotheses testing. The following major topics
are covered: Survey Returns, Tenure Information, Productivity Data, Leadership
Dimensions, Job Satisfaction Skills, Ad-Hoc Subscale "Boosts Productivity, and
Hypotheses Testing.
Survey Returns
A total of N =137 financial planners were asked to participate in the study.
This was a non-random sampling; all planners in the three divisions used in the study
were contacted, and asked to participate. By the end of the study period, n = 89
respondents had returned their packets, for a return rate of 64.9%. Several nonrespondents were telephoned regarding M ure to complete and return the surveys.
Common reasons were: already get too many surveys from home office; too busy,
did not know know district manager well enough. There did not seem to be any
directed bias indicated by the non-respondents—thus the respondents were assumed to
represent a non-random sample of the population. Table 1 shows the return rate by
division.

46
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Table 1
Return Rate by Division
“Number
Sent Out

bNumber
Returned

°Retum%

Grand Rapids, MI

46

33

71.7

Kalamazoo, MI

51

35

68.6

South Bend, IN

40

21

52.5

Division

“Number sent out = 137.
dum ber returned = 89.
'Overall return percent = 64.9%.
Table 1 shows a return rate of 65% for all three divisions. The individual
return rates for both Kalamazoo and Grand Rapids were about 70%; for South Bend,
the return rate was about 53%.
Tenure Information
Tenure was calculated from the number of days from the date of appointment
as a financial planner at IDS, expressed in years to one decimal place, as shown in
Table 2.
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Table 2
Financial Planner Tenure
Year range

Frequency

Percent

21

23.6

1 -2

17

19.1

3 -5

21

23.6

6 -1 0

17

19.1

> 10

13

14.6

< 1 year

Note. n = 89. Mean = 5.78. Median = 3.50. Standard deviation = 6.65.
Minimum = 0.2. Maximum = 32.7.
As Table 2 shows, the "typical" planner had been appointed for an average of
5.8 years. For the planners enrolled in the study the shortest time a planner had been
appointed was two months, the longest over 32 years.
Productivity Data
IDS used two different measures of productivity for its financial planners: (1)
total weighted production (TWP), and (2) number of financial analyses sold (see
definitions in chapter m ). Table 3 shows the distribution for TWP for the sample,
based on year to date TWP 214 days into the study.
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Table 3
Total Weighted Production of Financial Planners
TWP Range

Frequency

Percent

<0.5

11

12.4

0.5 - 0.6

10

11.2

0.7-0.8

15

16.9

0 .9 -1.0

10

11.2

1.1- 1.2

11

12.4

*1.3 - 1.4b

5

5.6

1.5-1.6

8

9.0

1.7-1.8

3

3.4

1.9-2.0

3

3.4

2.1-2.5

3

3.4

2.6-3.0

2

2.2

3.1-3.5

4

4.4

3.6-4.0

1

1.1

4.1-4.9

3

3.4

Note, n = 89. Mean =1.36. Median =1.05. Standard deviation = 1.02.
Minimum = 0.16. Maximum = 4.98.
“The highest cutoff for nominal production was less than 1.348 TWP. Frequency
of nominal production = 59. Frequency percentage of n for nominal production =
66.3%.
hrhe lowest cutoff for exemplary production was greater than or equal to 1.348
TWP. Frequency of exemplary production = 30. Frequency percentages of n for
exemplary production = 33.7%.
As shown in Table 3, about one third of the planners fell in the exemplary
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category on weighted production—the remaining two thirds were in the nominal
categorization.
Table 4 shows the distribution of number of financial analyses sold.
Productivity information was based on the year-to-date number of financial analyses
sold 214 days into the year.
Table 4
Analyses Sold by Financial Planners
Plans Sold

Frequency

Percent

Nominal production11
0

8

9.0

1

6

6.7

2

4

4.5

3

6

6.7

4

4

4.5

5

4

4.5

6

7

7.9

7

10

11.2

8

2

2.2

9

6

6.7

10

3

3.4

11

2

2.2

Exemplary production6
12

8

9.0

13

1

1.1
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Table 4—Continued
Plans Sold

Frequency

Percent

14

3

3.4

15

3

3.4

16

6

6.7

17

1

18

1

19

1

20

1

21

1

24

1

1.1
1.1

Note. n = 89. Mean = 8.0. Median = 7. Mode = 7.
“Nominal production range 0-1 1. Frequency = 62. Frequency percent of n = 69.7%.
bExemplary production range £ 12. Frequency = 27. Frequency percent of n = 30.3%
Table 4 shows that about 30% of the planners fall in the exemplary category
for financial analyses sold—the remaining 70% are in the nominal categorization.
Note that the planners constituting each of the productivity measure groupings were
not necessarily the same individuals in each one of the categorzations, but the ratio of
exemplary to nominal remains fairly close irrespective of which productivity measure
was used.
Tenure and Productivity
To look at the relationship between productivity and tenure as a financial
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planner, Pearson Product-Moment Correlations were calculated. These results are
presented in Table 5.
Table 5
The Relationship of Tenure as a Financial Planner
to Sales Productivity
Productivity
Measure

“Correlation
Coefficient

?

Weighted
Production

+ .23

.05

.03*

Analyses
Sold

- .44

.19

.00**

“Pearson Product-Moment.

bTwo - tailed.

*P < .05.

**P<.01.

As Table 5 shows, the correlation between tenure as a financial planner and
weighted production is low and positive (r = +.23). For a null hypothesis of no
relationship between tenure and weighted production, at a significance level of .05,
the null hypothesis would be rejected. Tenure is directly related to total weighted
production; the greater the time one has worked as a planner, the higher the TWP.
Table 5 shows a correlation between tenure as a financial planner and number
of financial analyses sold is midrange and negative, (r = -.44). For a null hypothesis
of no relationship between tenure and number of financial analyses sold, at a
significance level of .05, the null hypothesis would be rejected. Tenure is inversely
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related to the number of financial analyses sold; the greater the time spent working
as a planner, the fewer analyses sold.
Leadership Behaviors
The leadership actions of the supervision provided to the financial planners
was appraised by an upward appraisal instrument, The PROFILOR™, that asked
respondents to rate their supervisors on 135 management behaviors. Table 16,
located in Appendix J, lists the 135 upwardly-appraised managerial behaviors ranked
on the mean score for that item.
The following highlights some key items from Table 16. The managerial
behaviors that the financial planners rated their superiors on, those that had an
average Likert-type score of greater than or equal to 4 across all the respondents (this
manager accomplishes this behavior "to a great extent") included: (a) display a high
energy level; (b) speak effectively in front of a group; (c) project an appropriate
degree of self-confidence; (d) speak with enthusiasm and expression; (e) understand
how the business is run; (f) understand the organization's mission, strategies,
strengths, and weaknesses; and (g) know the job.
The five managerial behaviors that the planners rated their superiors lowest,
on average across all respondents with mean Likert-type scores of less than 3.2 (this
manager accomplishes this behavior "to some extent") included: (a) anticipate
problems and develop contingency plans; (b) confront problems early, before they
get out of hand; (c) translate business strategies into clear objectives and tactics; (d)
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coordinate work with other groups; and (e) make sure that people have no"surprises."
Leadership Dimensions
The PROFILOR™ questionnaire was used to appraise the leadership
behaviors of the supervision provided to the planners. There are 135 items in the
entire survey, these behaviors are grouped into 24 dimensions, where the hems
constituting any given dimension are determined from research findings as
contributing to that dimension (see the discussion in the review of literature).
Table 17, located in Appendix K, presents the ranked financial planner
appraisals of the leadership dimensions of their managers. Since each dimension has
four or more items constituting it, the raw dimension score was converted to the
equivalent mean Likert-type scale by dividing the raw total dimension score by the
number of hems that were totalled to form the dimension. These quotients were then
ranked from highest value to lowest. Table 17 also presents the "overall
performance" score for all of the managers.
As highlights of Table 17, the angle dimension that the planners, on average,
rated their superiors as accomplishing "to a great extent" (an average dimension score
across all the respondents of greater than or equal to 4) was to speak effectively—
"speaks clearly and expresses self will in groups and in one-to-one conversations"
(Holt and Hazucha, 1991, p. 4). The planners assessed their "typical" superiors
overall performances as about midway between: the performance is accomplished
"some of the time" and the performance is accomplished "to a great extent."
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Job Satisfaction Scales
Job satisfaction was assessed through the use of a survey, the Minnesota
Satisfaction Questionnaire (Vocational Psychology Research, 1967). This survey
asked respondents to indicate their job satisfaction on 100 items that were then
grouped into 20 different areas (facets) that research had indicated as important
contributions to the construct "job satisfaction." See the discussion in the review of
literature. These facets were called scales by the preparer of the MSQ.
Table 6 lists the twenty scales ranked on the mean score for each scale.
Overall job satisfaction is listed at the end of the table. Each scale's raw score was
determined by summing five hems; the methodology section discusses how missing
values were treated.
Table 6
Ranked Job Satisfaction Scales
Scale

“Mean

Standard
Deviation

‘Rescaled
Mean

Social Service

21.59

3.18

4.32

Moral Values

20.81

3.15

4.16

Achievement

20.26

3.25

4.05

Independence

19.64

3.55

3.93

Activity

19.32

3.64

3.86

Ability Utilization

19.01

3.63

3.80

Responsibility

18.84

2.95

3.77
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Table 6—Continued
Scale

“Mean

Standard
Deviation

’’Rescaled
Mean

Variety

18.78

3.29

3.76

Creativity

18.60

4.13

3.72

Working Conditions 18.32

3.85

3.66

Social Status

17.42

3.62

3.48

Advancement

17.25

4.46

3.45

Recognition

17.07

4.62

3.45

Security

16.73

5.01

3.35

Co-Workers

16.40

3.84

3.28

Authority

15.98

3.35

3.20

Compensation

15.86

5.26

3.17

Supervisor—Tech.

15.42

4.64

3.08

Supervisor—Human
Relations

15.09

5.03

3.02

Company Policies
and Practices

14.35

4.69

2.87

cOverall Satisfaction 71.44

11.46

3.57

Note, n = 89. Missing values were included as weighted averages of other answered
items in scale.
*The mean was the sum of all of the Likert-type numbers for a scale divided by the
number of valid cases (88).
bMean-^-5.
CA11twenty items constituting the skill had to be positively answered.
Table 6 shows that the "typical" planner on average is "very satisfied" on
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three facets: (1) social service, (2) moral values, and (3) achievement. The "typical"
planner is, on average, "only slightly satisfied" on company policies and practices.
The planner's average score for overall satisfaction places him/her at "satisfied."
However, these scores are not as meaningful as are the percentile scores presented in
the next section.
Percentile Scores for Job Satisfaction
The most meaningful scores to use in interpreting the MSQ are the
percentile scores for each scale obtained from the most appropriate
norm group for the individual. Ordinarily, a percentile score of 75 or
higher would be taken to represent a high degree of satisfaction; a
percentile score of 25 or lower would indicate a low level of
satisfaction; and scores in the middle range of percentiles indicate
average satisfaction (Weiss et al., 1967, p. vii).
No norm group was available for financial planners in the MSQ manual; in
this case the recommendation was that the MSQ raw scores be converted to percentile
scores using the Employed Non-disabled norms (Weiss et al., 1967, p. 4).
Table 7 presents the job satisfaction scales normed to percentiles using the
MSQ Employee Non-disabled table (Weiss et al., 1967 p. 9), with the level of job
satisfaction indicated. Table 7 shows the "typical" planner with a "low-average" level
of general satisfaction with working conditions. The lowest satisfaction facet,
satisfaction with co-workers, placed between the fifth and tenth percentiles, which
norms to "low." This latter finding will be discussed in the conclusions chapter.
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Table 7
Financial Planner Job Satisfaction
Scales Normed to Percentiles
Scale

“Mean

bPercentiles

'Level of
Satisfaction

Social Science

21.59

70-75

Average

Achievement

20.26

65-75

Average

Advancement

17.25

45-50

Average

Moral Values

20.81

40-60

Average

Social Status

17.42

40-50

Average

Creativity

18.60

35-40

Average

Ability Utilization

19.01

30-65

Average

Working Conditions 18.32

30-35

Average

Recognition

17.07

30-35

Average

Activity

19.32

25-60

Average

Responsibility

18.84

25-40

Average

Variety

18.78

20-35

Low-Average

Authority

15.98

20-30

Low-Average

Independence

19.64

15-40

Low-Average

SupervisionHuman Relations

15.09

20-25

Low

Compensation

15.86

20-25

Low

SupervisionTechnical

15.42

20-25

Low

Company Policies &
Practices
14.35

15-20

Low

Security

16.73

10-15

Low

Co-workers

16.40

5-10

Low
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Table 7—Continued
Scale

“Mean

General Satisfaction 71.44

hpercentiles

25-30

'Level of
Satisfaction
Low-Average

Note. See Appendix F.
“The mean was the sum of all the Likert-type numbers for a scale divided by the
number of valid cases.
•’From Weiss et al., 1967, page 91.
'From Weiss et al., 1967, page 91.
Ad-Hoc Subscale "Boosts Productivity"
A major objective of the study was to look at relationships between leadership
and productivity. The questionnaire used to assess the leadership provided to the
planners (The PROFILOR™) does not have a specific dimension that relates
leadership actions to increasing the productivity of subordinates. In an attempt to
ascertain if any of these behaviors did enhance productivity, three different methods
of grouping items were used to form an ad-hoc subscale "boosts productivity:" (1)
selecting the top five/ten/fifteen item numbers with the highest mean scores for the
exemplary group of financial planners; (2) interviewing a successful financial planner
in order to determine the leadership skills (of his manager) that he, as a planner,
believed most enhanced his planner productivity, and (3) a review of the literature for
managerial behaviors thought to be related to productivity.
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Top 5/ 10/15 Items on Mean Scores
As one of three methods of determining the leadership behavior that might
enhance sales productivity of the planners, the top five/ten/fifteen hems based on
their mean scores from The PROFILOR were determined for the exemplary
production grouping (see the chapter on methodology for details of the procedure).
Table 8 lists these ranked items for exemplary production. These items were grouped
together to form pseudo-dimensions as follows: (a) "Boosts Productivity - Top 5
Items - TWP, (b) "Boosts Productivity - Top 10 Items - TWP," (c) "Boosts
Productivity - Top 15 Items - TWP," (d) "Boosts Productivity - Top 5 Items - Plans
Sold," (e) "Boosts Productivity - Top 10 Items - Plans Sold," and (f) "Boosts
Productivity - Top 15 Items - Analyses Sold."

Table 8
Exemplary Production Leadership Actions for the
Top 5/10/15 Items of The PROFILOR™
Item

“Mean
Weighted Production

Know the job

4.18

Understand how the business is run

4.11

Display a high energy level

4.11

Project an appropriate degree of self confidence

4.04

Learn new information quickly

4.00
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Table 8—Continued
Item

“Mean

Understand the organizations mission, strategies, strengths,
and weaknesses

3.96

Speak with enthusiasm and effectiveness

3.96

Stay informed about industry practices and new development

3.96

Readily put in extra time and effort

3.96

Resist in the face of obstacles

3.96

Speak effectively in front of a group

3.93

Can be approached easily

3.93

Speak clearly and concisely

3.89

Give people the latitude to manage their own responsibilities

3.89

Keep up to date on professional/technical developments

3.89

Analyses Sold
Understand how the business is run

4.42

Project an appropriate degree of self-confidence

4.35

Display a high energy level

4.31

Set high personal standards of performance

4.20

Speak effectively in front of a group

4.19

Know the job

4.19

Let people know when the are performing well

4.16

Speak with enthusiasm and expressiveness

4.15

Protect confidential information

4.13

Acknowledge and celebrate team accomplishments

4.13

Speak clearly and concisely

4.12

Understand the organizations mission, strategies, strengths,
and weaknesses

4.12
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Table 8—Continued
Item

“Mean

Keep up to date on professional/technical developments

4.04

Are assertive

4.04

Get your point across when talking

4.00

“Means were calculated for the exemplary groupings by item, and then ranked.
Table 8 is a listing ot The PROFILOR™ items with the highest mean scores
for the exemplary productivity planners. There are two different productivity
groupings of the planners (TWP, analyses sold), with the same people not necessarily
duplicated in the groupings. However, some common items occur in both lists of the
top five: (a) understand how the business is run, (b) project an appropriate degree of
self-confidence, (c) display a high energy level. In the top ten, add: (d) know the
job, and (e) speak with enthusiasm and effectiveness. To the top fifteen, add:
(f) understand the organizations mission, strategies, strengths, and weaknesses; (g)
keep up to date on professional/technical developments; (h) speak effectively in front
of a group; and 0) speak clearly and concisely. Nine out of fifteen items match
across the two groups.
Planner Selected Items
The second of the three methods of relating leadership actions to enhancing
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sales productivity involved determining the leadership behaviors that a productive
planner identified as enabling his own sales productivity. See the methodology
section for the procedure. The planner selected 18 items from the 135 items of The
PROFILOR™ (Riegel, personal communication, August 26, 1993). These 18 items
were grouped together to form an ad-hoc subscale "Boosts Productivity—Planner
Assessment:" (1) foster the development of a common vision, (2) have the
confidence and trust of others, (3) champion new initiatives within and beyond the
scope of own job, (4) express disagreement tactfully and sensitively, (5) convey trust
in peoples competence to do their jobs, (6) involve others in shaping plans and
decisions that affect them, (7) know when to supervise and coach people and when to
leave them on their own, (8) can be approached easily, (9) clarify roles and
responsibilities with team members, (10) give people the latitude to manage their own
responsibilities, (11) create an environment where people work their best, (12)
provide others with open access to information, (13) create an environment that
makes work enjoyable, (14) foster teamwork within the team, (15) empower others
with the authority necessary to accomplish their own objectives, (16) are accessible to
provide assistance/support as necessary, (17) promote teamwork among groups;
discourage "we" vs "they" thinking, and (18) acknowledge and celebrate team
accomplishments.
Literature Review
The third of the three methods of relating leadership behaviors to enhancing
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sales productivity involved a review of the literature. Leadership factors that bore
some relationship to productivity were selected from the 135 items of The
PROFILOR™. These 17 items were grouped together to form an ad-hoc subscale
"Boosts Productivity—Literature Review:"
1.

Convey clear expectations for assignments (Asherman & Asherman,

1990; Carew, 1989; Jenkins, 1988; "What does," 1990).
2.

Put top priority on getting results (Bluen, Barling, & Bums, 1990).

3.

Establish high standards of performance for employees (Schul &

Wren, 1992).
4.

Provide clear directions and define priorities for the team (Carew,

1989; "What does," 1990).
5.

Convey trust in people's competence to do their jobs (Carew, 1989).

6.

Stimulate others to make changes and imporvements (Carew, 1989).

7.

Clarify roles and responsibilities with team members (Schul & Wren,

8.

Let people know when they are performing well (Schul & Wren,

9.

Inspire people to excel (Feldman & Weitz, 1988).

10.

Give people the latitiude to manage their own responsibilities

1992).

1992).

(Asherman & Asherman, 1990; Roberson, 1990; Schul & Wren, 1992).
11.

Create an environment wher people work their best (Jenkins, 1988;

Mandell, 1989).
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12.

Let people know when results are not up to expectations (Futrell &

Parasuraman, 1984).
13.

Empower others with the authority necessary to accomplish their

objectives (Jenkins, 1988).
14.

Is accessible to provide assistance/support as necessary ("What does,"

15.

Monitor progress of others and redirect efforts when goals are not

1990).

being met (Jenkins, 1988; Quick, 1991).
16.

Reward people for good performance (Petty, McGee, & Cavender,

1984; Sullivan & Bhagat, 1992; Werther Jr, 1985).
17.

Acknowledge and celebrate team accomplishments (Asherman &

Asherman, 1990).
Table 9 lists the descriptive statistics for each ad-hoc subscale (Top 5/10/15
Items; Planner Selection; Literature Review). These subscales were formed to take
an initial look at the possibility o f determining if—and what—managerial behaviors
might promote subordinate productivity.
Items from The PROFILOR™ were grouped to form ad-hoc subscales
"boosts productivity." Responses were sorted into exemplary and nominal
productivity groupings on TWP and number of analyses sold, and t-tests for
independent means were performed to determine if there were statistically significant
differences between the different productivity categorizations. The results of the
comparisions are presented in Table 10.
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Table 9
"Boosts Productivity" Ad-Hoc Subscales
Descriptive Statistics
"Method of
Grouping
Items

Valid
Cases

Items in
Grouping
(Count)

Mean

Median

Standard
Deviation

Minimum

Top 5 Items
-TWP

72

5

20.43

21

3.45

11

25

Top 10 Items
-TWP

69

10

40.57

42

6.23

23

50

Top 15 Items
-TWP

67

15

60.67

62

9.13

34

74

Top 5 Items
-Plans Sold

77

5

20.61

21

3.34

11

25

Top 10 Items
-Plans Sold

73

10

40.88

41

5.89

22

50

Top 15 Items
-Plans Sold

71

15

60.42

61

9.01

34

75

Maximum
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Table 9—Continued
“Method of
Grouping
Items

Valid
Cases

Items in
Grouping
(Count)

Mean

Median

Standard
Deviation

Minimum

Maximum

Planner
Selection

67

18

64.51

65

12.28

27

87

Literature
Review

64

17

62.69

62.5

10.02

39

84

Note, n = 89.
“TWP = Total Weighted Production.

68

Table 10
Group Means and t-Tests for the Ad-Hoc Subscale
"Boosts Productivity" by Productivity
Groupings on TWP and Number
of Analyses Sold
Item Grouping

Exemplary
Nominal
Group Mean Group Mean

t

Probability
(2-Tailed)

TWPa
Top 5 Items

20.39

20.45

-.07

.948

Top 10 Items

40.00

40.83

-.51

.610

Top 15 Items

60.19

60.89

-.29

.773

Planner Determined Selection

61.39

65.65

-1.27

.210

Review of Literature

61.11

63.36

-.82

.416

Number of Analyses Sold
Top 5 Items

21.48

20.19

1.60

.114

Top 10 Items

42.25

40.20

1.40

.158

Top 15 Items

62.61

59.38

1.43

.158

Planner Determined Selection

63.79

64.79

-.30

.766

Review of Literature

62.45

62.80

-.13

.899

Note, t-tests for independent means. Significance level = .05 (a = .05).
Top 5/10/15 items are ranked means for the items (exemplary production).
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Table 10 shows that there were no significant relationships between any of the
ad-hoc groupings of items into subscales with either of the productivity groupings.
Productivity (for this limited study) was unrelated to managerial leadership
behaviors.
Research Hypotheses
Three research hypotheses were examined in the study, looking for
relationships among job satisfaction, productivity, and the leadership provided to the
financial planners. Each of these research hypotheses is presented as a statement of
the null, with the statistical comparisions, in the next three sections.
First Research Hypothesis
The first research hypothesis was that for financial planners, there was a
relationship between the job satisfaction o f the planner and the appraised level of
overall leadership performance of the planner's direct supervisor. This was
operationalized as:
1.

For the null, the Pearson Product-Moment Correlation (PPMC)

between financial planner job satisfaction and the appraised overall leadership
performance of the planner's direct superior will be zero, against the alternate: the
PPMC between financial planner job satisfaction and the appraised overall leadership
performance of the planner's direct superior will be non-zero.
Table 11 presents the results of the PPMC test.
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Table 11
The Relationship of Overall Job Satisfaction of Financial Planners
to the Manager's Overall Leadership Actions

“Correlation
Coefficient

£

.027

.166

Probability
(2-Tailed)

.191

“Pearson Product-Moment.
As Table 11 shows, the correlation between overall job satisfaction and the
overall assessment of the manager's leadership actions is very low and positive
(r = +.27). For the null hypothesis of no relationship between job satisfaction and
managerial behaviors, as a significance level of .05, the null hypothesis would not be
rejected. Based on the results found in this study, general job satisfaction is not
related to the leadership actions provided to the planner.
Second Research Hypothesis
The second research hypothesis was that for financial planners, the job
satisfaction for planners higher in productivity would be different from the job
satisfaction for planners lower in productivity. This was operationalized as:
2.

For the null, there is no difference in mean job satisfaction scores of

financial planners with exemplary or nominal sales production, against the alternate:
mean job satisfaction scores of financial planners with exemplary sales productivity
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will be different from the mean job satisfaction scores of financial planners with
nominal sales productivity. The significance level was set at .05 (a = .05).
The job satisfaction scorings (all facets and the overall measure) for the
exemplary/nominal productivity groupings on TWP are presented in Table 12.
Table 12
Group Means and t-Values of Job Satisfaction Scores by
Productivity Groupings on TWPa

Scale

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Social Service

22.21

21.28

1.28

.204

Creativity

20.17

17.83

2.58

.012*

Moral Values

21.07

20.68

.54

.588

Independence

20.83

19.05

2.26

.027*

Variety

19.76

18.31

1.98

.050*

Authority

16.41

15.76

.85

.395

Ability Utilization

19.86

18.59

1.55

.124

Social Status

18.66

16.81

2.30

.024*

Company Policies
& Practices

14.69

14.19

.47

.639

Security

17.66

16.27

1.22

.225

SupervisionHuman Relations

14.59

15.34

-.66

.513

Compensation

17.00

15.31

1.43

.156

Supervision—'Technical

14.38

15.93

-1.49

.141

Working Conditions

17.90

18.53

-.72

.474

Advancement

17.21

17.27

-.06

.950
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Table 12—Continued

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Co-Workers

16.31

16.44

-.15

.882

Responsibility

19.69

18.42

1.92

.058

Recognition

16.48

17.36

-.83

.408

Achievement

20.55

20.12

.59

.560

Activity

19.79

19.08

.86

.394

General Satisfaction

73.29

70.53

1.04

.300

Scale

Note, t-tests for independent means.
*2

£ .05. Significance level = .05 (a = .05).

“Total weighted production.
Table 12 shows that there were significant differences between the planners
with exemplary TWP versus the planners with nominal TWP, for the satisfaction
facets of creativity, independence, variety, and social status. There was no difference
in the general satisfaction of the two productivity groupings on TWP.
The job satisfaction scorings (all facets and the overall measure) for the
exemplary/nominal groupings on the number of financial analyses sold are presented
in Table 13.
Table 13 shows that there were significant differences between the planners
with exemplary numbers of financial analyses sold versus the planners with nominal
numbers of financial analyses sold, for the satisfaction facets of authority,
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compensation, advancement, co-workers, and recognition. There were significant
differences in the general satisfaction of the two productivity groupings on number of
analyses sold.
Table 13
Group Means and t-Values of Job Satisfaction Scores by
Productivity Grouping on Number of Analyses Sold
t

Probabilitj
(2-Tailed)

Exemplary
Group Mean

Nominal
Group Mean

Social Service

22.07

21.38

.95

.345

Creativity

19.78

18.08

1.80

.076

Moral Values

21.22

20.62

.82

.414

Independence

20.11

19.43

.83

.407

Variety

19.26

18.57

.90

.370

Authority

17.52

15.30

3.00

.004**

Ability Utilization

19.89

18.62

1.52

.133

Social Status

18.11

17.11

1.19

.236

Company Policies
& Practices

15.19

13.98

1.11

.270

Security

18.00

16.16

1.60

.113

SupervisionHuman Relations

15.78

14.79

.85

.397

Compensation

18.07

14.89

2.72

.008**

Supervision—Technical

15.67

15.31

.33

.743

Working Conditions

18.56

18.21

-.38

.702

Advancement

19.19

16.39

2.82

.006**

Co-Workers

17.81

15.77

2.36

.020*

Responsibility

19.52

18.54

1.44

.153

Scale
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Table 13—Continued
Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Recognition

19.04

16.20

2.76

.007**

Achievement

21.00

19.93

1.43

.157

Activity

19.96

19.03

1.11

.271

General Satisfaction

75.44

69.77

2.12

.037*

Scale

Note, t-tests for independent means.
*E s .05.

**p ^ .01.

Significance level = .05 (o = .05).

Third Research Hypothesis
The third research hypothesis was that for financial planners higher in
productivity, the appraised levels of leadership actions of the planners' direct
superiors would be dirrerent from the appraised levels of leadership actions of the
planners' direct superior for planners lower in sales productivity. This was
operationalized as:
3.

For the null, there is no difference in mean appraised leadership scores

of financial planners' direct superiors, for planners with exemplary or nominal sales
production, against the alternate: mean appraised leadership scores of financial
planners' direct superiors, for planners with exemplary sales production, will be
differeent from the mean appraised leadership scores of financial planners' direct
superiors, for planners with nominal sales production. The significance level was set
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at .05 (o = .05).
The results of the comparisons of leadership scores (all dimensions and the
overall measure) for the exemplary/nominal productivity groupings on TWP are
presented in Table 14.
Table 14
Group Means and t-Values of Leadership Dimensions by
Productivity Grouping on TWPa

Dimension

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Analyze Issues

18.30

18.35

-.06

.956

Use Sound Judgment

13.52

14.08

-.78

.436

Establish Plans

15.80

17.45

-1.44

.157

Manage Execution

32.29

32.06

.13

.900

Provide Direction

17.62

17.71

-.10

.922

Lead Courageously

23.64

25.24

-1.21

.232

Influence Others

20.48

21.30

-.70

.485

Foster Teamwork

23.70

25.28

-1.15

.256

Motivate Others

19.74

21.86

-1.67

.098

Coach & Develop

27.00

29.12

-1.41

.162

Champion Change

16.46

17.84

-1.32

.190

Build Relationships

24.83

26.60

-1.21

.232

Display Organizational
Savvy

13.30

14.02

-1.03

.306

Manage Disagreements

14.28

14.49

-.29

.770

Speak Effectively

15.50

16.49

-1.61

.112

Foster Open Communication

16.63

17.36

-1.77

.445
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Table 14—Continued

Dimension

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Listen to Others

17.00

18.51

-1.56

.123

Drive for Results

15.08

15.79

-1.09

.278

Show Work Commitment

14.80

15.24

-.56

.580

Act With Integrity

16.96

17.74

-.74

.460

Demonstrate Adaptability

24.58

25.14

-.44

.658

Develop Oneself

17.54

18.40

-.93

.356

Use Technical/Functional
Expertise

18.76

18.39

.36

.720

Know the Business

14.10

15.17

-1.43

.158

Overall Performance

17.80

18.74

-.90

.372

Note, t-tests for independent means.

Significance level = .05 (a = .05).

“Total weighted production.
Table 14 shows that there were no significant differences between the group
of planners with exemplary TWP versus the group of planners with nominal TWP, for
any leadership dimension. There were no significant differences in the planner
assessments of the overall leadership performance provided to them, for either
productivity grouping on TWP. Planners assessed their superiors as providing the
same leadership irrespective of the planners' productivity on TWP.
The results of the comparisons of leadership scores (all dimensions and the
overall measure) for the exemplary/nominal productivity groupings on the number of
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financial analyses sold, are shown in Table 15.
Table 15
Group Means and t-Values of Leadership Dimensions by
Productivity Grouping on Number of
Financial Analyses Sold

Dimension

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Analyze Issues

18.36

18.33

.04

.968

Use Sound Judgment

14.09

13.82

.38

.707

Establish Plans

17.54

16.67

.72

.476

Manage Execution

32.20

32.10

.06

.953

Provide Direction

17.26

17.88

-.72

.475

Lead Courageously

25.14

24.52

.46

.648

Influence Others

20.74

21.21

-.41

.684

Foster Teamwork

24.32

25.06

-.55

.583

Motivate Others

20.91

21.30

-.30

.765

Coach & Develop

29.18

28.14

.68

.499

Champion Change

17.61

17.31

.28

.780

Build Relationships

25.95

26.20

-.17

.862

Display Organizational
Savvy

13.74

13.82

-.12

.908

Manage Disagreements

14.08

14.58

-.68

.497

Speak Effectively

16.46

16.02

.70

.488

Foster Open Communication

17.29

17.06

.23

.819

Listen to Others

17.75

18.11

-.35

.725

Drive for Results

15.92

15.40

.79

.431

Show Work Commitment

15.22

15.04

.22

.828
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Table 15—Continued

Exemplary
Group Mean

Nominal
Group Mean

t

Probability
(2-Tailed)

Act With Integrity

16.96

17.74

-.74

.460

Demonstrate Adaptability

24.00

25.36

-1.07

.288

Develop Oneself

17.74

18.25

-.54

.591

Use Technical/Functional
Expertise

19.04

18.27

.73

.468

Know the Business

15.17

14.71

.57

.574

Overall Performance

17.89

18.69

-.74

.461

Dimension

Note, t-tests for independent means.

Significance level = .05 (a = .05).

Table 15 shows that there were no significant differences between the group
of planners with an exemplary number of financial analyses sold versus the group of
planners with a nominal number of financial analyses sold, for any leadership
dimension. There were no significant differences in the planner assessments of their
superior’s leadership behaviors for either productivity grouping on the number of
financial analyses sold. Planners assessed their superiors as providing the same
leadership irrespective of the planners' productivity on the number of analyses sold.
Summary ofFindings

The following statements represent key findings in this chapter:
1.

The "typical" planner in this study had been appointed for an average
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of 5.8 years, had sold an average of 1.36 TWP (nominal productivity on TWP), sold
an average of eight financial analyses (nominal productivity on analyses sold), was of
low-average satisfaction with the overall job of planner with this organization, most
satisfied with being of social service to others, least satisfied with his/her co-workers,
rated the superior highest on speaking effectively and lowest on establishing plans.
2.

Tenure as a planner was directly related to TWP, and inversely related

to the number of analyses sold.
3.

The ad-hoc construction of subscales, in an attempt to identify

managerial behaviors contributing to planner sales productivity, did not lead to any
significant results.
4.

Overall job satisfaction of the planners was not significantly related to

the overall leadership of the planners' superiors.
5.

The job satisfaction of exemplary production planners was

significantly different from the job satisfaction of nominal production planners, on:
general satisfaction, creativity, variety, social status, authority, compensation,
advancement, co-workers, and recognition.
6.

No leadership dimension was significantly related to sales

productivity.
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CHAPTER V
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
The study was undertaken to look at job satisfaction and appraisals of
management action as they related to productivity for financial planners. The
discussion is organized into the following topical areas: Purposes of the Study,
Review, Research Questions, Interpretations, Implications, Recommendations for
Future Studies, and a Closing Statement.
Summary
Purposes of the Study
The intent of the study was to explore the relationships of managerial actions
to employee productivity and on job satisfaction for financial planners, as well as at
the facets of job satisfaction associated with being a planner. Relationships were
sought among three variables: (1) job satisfaction, (2) sales productivity, and (3)
leadership actions of the planner's manager. This led to the following objectives:
1.

To investigate the importance of selected satisfaction facets for

financial planners.
2.

To determine assessments of leadership actions of the planner's

immediate management.
80
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3.

To examine job satisfaction for financial planners exemplary and

nominal in sales production.
4.

To check how manager action and performance is related to exemplary

and nominal planner sales productivity.
5.

To look at the relationship between tenure as a financial planner and

productivity.
6.

To investigate the relationship of overall job satisfaction for the

planner to the overall leadership skills of the manager.
Review
To pursue the objectives, demographics and opinion survey instruments were
used with the planners to provide data and to determine statistical relationships
Sample and Data Collection
The sample was taken from three Midwestern divisions of a major brokerage
firm, with 89 financial planners fully participating in the study (a return rate of about
65%). The financial planners were surveyed to obtain research data on leadership
actions, job satisfaction, and productivity. Two survey instruments were used: (1)
Minnesota Satisfaction Questionnaire [job satisfaction] and (2) The PROFILOR™
[leadership actions]. Each planner received the two surveys and was asked to return
the completed questionnaires to the researcher. The productivity information was
obtained directly from the Division Vice President of each division. For the
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statistical processing, results were compiled using SPSS-X on the Western Michigan
University mainframe computer.
Demographics
At the time the study closed on August 2, 1993 (214 days into 1993), the
"typical" financial planner had been appointed for an average of 5.8 years, had sold
1.361 TWP and eight financial analyses. The range for years as a planner spanned
two months to 32 years, and was fairly evenly distributed. Weighted productions
sales spanned 0.158 TWP to 4.984 TWP with 67% of the sales at or less than the
average of 1.361 TWP. The span of number of financial analyses sold ranged from
zero to 24; at the average figure of eight analyses sold, 57% of the planners had sold
that number or less. This "typical" planner was in the nominal production grouping
for both productivity measures—total weighted production, and number of analyses
sold.
The "typical" planner ranked general satisfaction with the job at "LowAverage," and was least satisfied with relationships with Co-workers; being of useful
social service to others was the most satisfying facet of the job, at an "Average" level
of satisfaction.
The "typical" planner's manager was rated lowest in the leadership skills of
establishing plans, and fostering open communication, and highest in speaking
effectively in front of a group, and driving for results. Of note was the feet that the
planners were least satisfied with their relationships with their co-workers, and that
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they rated their managers on the low side on a related leadership measure, fostering
teamwork. This will be discussed in greater detail in the section of this chapter on
interpretations.
Research Questions
In seeking relationships between job satisfaction, productivity, and leadership
actions, three potential relationships were investigated:
1.

For financial planners, there is a direct relationship between the job

satisfaction of the planner and the appraised level of overall leadership performance
of the planner's direct superior.
This was examined by calculating a Pearson Product-Moment Correlation
between overall job satisfaction scores and overall leadership performance scores.
No relationship between overall job satisfaction scores and overall leadership was
found.
2.

For financial planners, the job satisfaction for planners higher in

productivity is different from the job satisfaction for planners lower in productivity.
This was examined by grouping the planners into those with exemplary
production versus those with nominal production, then comparing each group's job
satisfaction facets using t-tests for independent means. Job satisfaction was found to
be related to productivity (depending on which measure of productivity was used) for
creativity, variety, social status, authority, compensation, advancement, co-workers,
recognition, and general satisfaction.
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3.

For financial planners higher in sales productivity, the appraised level

of leadership actions of the planner’s direct superior is not the same as the appraised
level of leadership actions of planners lower in sales productivity.
This was examined by grouping the planners into those with exemplary
production versus those with nominal production, then comparing each group's
leadership dimensions using t-tests for independent means. No leadership dimensions
were found to be related to sales productivity.
Conclusions
The findings of the job satisfaction part of this study can be related to
previous research on this construct. For example, Mandell (1989) showed that when
employees note that there is a direct "reward" that results from increased
productivity, then there may be some type of link, not necessarily causal, between
satisfaction and productivity. The organization under study uses a compensation
schedule where compensation increases as sales volume increases.
The results of the leadership research are more conjectural because of the
somewhat unexpected findings of no relationships between planner productivity and
the leadership actions of the planner managers.
Interpretations
This section will provide some possible interpretations for the research
results.
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Tenure Versus Productivity
"A major goal of sales management has been to maintain the growth in
responsibility and performance of sales employees over their entire careers, and to
help them avoid career plateaus" (Feldman & Weitz, 1988, p. 23). The expectation is
that as the salesperson's tenure increases, the performance increases concomitantly.
The relationship between productivity and years on the job as a financial
planner was determined by running Pearson Product-Moment Correlations for both of
the two productivity measures. Both productivity measures provided significant
relationships at a level o f o = .05. Tenure was directly related to total weighted
production, while tenure was inversely related to the number o f financial analyses
sold.
For total weighted production, one interpretation would be that the longer one
works as a financial planner, the wider the band of contacts, the more the sales, hence
the higher the productivity on total weighted production. A second interpretation has
its baas in the original problem this research was brought to life for, that of new
planner turnover. Commissions are a major part of the reward structure of this
organization. Given that direct link between commissions and productivity, it seems
likely that only productive planners will stay on. In one sense, the less productive
planner "weeds" him/herself out as time passes, so the proportion of more productive
planners goes up as the less productive planners leave
The inverse relationship between productivity (as measured by financial

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

86
analyses sold) and tenure may be posited to be due to more tenured planners being
less interested in selling financial analyses than in servicing accounts, which reflects
weighted production activities. The emphasis at the brokerage firm on sale of
financial analyses is a newer development; hence "old-timers" may be sticking with
what they've been successful at during their tenure rather than increasing their
involvement in this "newer" mode of selling financial analyses. This "appeal" to the
longer-tenured planners to sell the familiar financial products they have worked with
for several years was verified by informal discussions with some long-term veterans
at the organization who stated that they didn't think all the work that goes into
preparing a financial analysis was worth their time when they could sell mutual funds
with half the effort and still make a decent commission. Another comment was: I
dont want to learn all that new stuff on financial analyses the home office is always
sending me.
Minnesota Satisfaction Questionnaire
The MSQ did differentiate the overall job satisfaction of planners who were
exemplary in selling financial analyses versus the overall job satisfaction of the
planners who were nominal in selling the analyses. In this case, productivity was
related to job satisfaction. This relationship was determined by comparing the job
satisfaction scores of the exemplary production group of planners to the job
satisfaction scores on the nominal production group of planners, using t-tests for
independent means. The relationship was significant at a level of a = .05.
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The payment structure at the brokerage firm, where earnings increase as
performance increases, helps to explain the findings for the groupings on the number
of analyses sold. Shipley and Kiely (1988) discuss that
Rewards based on present performance influence future performance so
that organisations [sic] can generate concomitant increases in both
worker satisfaction andjob performance by means of reward procedures.
Provisions of differential rewards for different levels of performance
engenders varying degrees of worker satisfaction or dissatisfaction (p.
18).
In the other categorization of planners into exemplary and nominal weighted
production groupings, productivity was not significantly related to general job
satisfaction. There was no relationship between productivity and job satisfaction with
respect to TWP. This may be due to sampling, or to a "law of diminishing returns"
setting in. Grant (1983) offers an effort-net return model that may explain this
finding:
[There is]. . . a common situation in which an employee perceives that
rewards . . . generally rise with increases in expanded effort. . . . For
example, most employees probably receive more praise, more money, a
greater sense of achievement, etc., as a result of increased effort on the
job. As is typical, the rate of increase of rewards, or positively valued
outcomes, is shown to taper off at high levels of effort. This occurs as
the "law of diminishing returns" sets in (p.SS).
Eight job satisfaction facets were also shown to be related to productivity,
based on statistical comparisons of the exemplary production group with the nominal
production group, for both productivity measures.
The grouping on the productivity measure TWP produced non-significant
results for the overall general satisfaction score. However, the facets creativity,
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variety, and social status showed up as statistically significant. This finding that
individual job facets may show up as significant while the overall score is not
significant, is equivalent to the results found by Kuieck (1980). Kuieck (pp. 195-196)
reported that when only the overall satisfaction score of the MSQ was used to study
relationships of teaching level to job satisfaction, no relationships would have been
found. Yet when the MSQ subscales were used, statistically significant differences in
mean scores were detected. Kuieck attributes this to the inherent weakness of survey
methodology (methods variance). It is not difficult to imagine a subordinate being
very dissatisfied with a specific facet like the manager's human relations skills, yet
with the same subordinate really liking the job overall.
For the grouping on the productivity measure Financial Analyses Sold, the
overall general satisfaction score was statistically significant, as well as for the facets
authority, compensation, advancement, co-workers, and recognition. Each of these
facets was related to productivity, as was general satisfaction. For example, the
group of planners who were exemplary in selling financial analyses were different in
their satisfaction with compensation, from the group of planners who were nominal in
selling financial analyses. Since compensation in this organization increased as
productivity went up, a difference in satisfaction with compensation between the two
groups was not surprising.
Facet differences between the two groups seem plausible. It would not be
unexpected for an exemplary production group to feel more job-satisfied on social
status, authority, advancement, recognition, and compensation than a nominal
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production group; increased productivity provides these "rewards" from the parent
organization in a direct way. As Mandell (1989) suggests, when projects result in
financial gains for an organization, as employees note that there is a direct "reward"
resulting from increased productivity, there may be a link (not necessarily causal)
between the job satisfaction and the productivity.
Planner Relationships Between Co-Workers.
The lowest level of satisfaction for all planners was the co-workers facet,
where the percentiles were 5-10. This percentile range is in the "Low" level of
satisfaction when normed according to the Manual for the Minnesota Satisfaction
Questionnaire (Weiss et al., 1967).
At a corporate level, planners for this organization were not in direct
competition with each other ("IDS," 1989-1992). However, at the District and
Division levels, there was great emphasis placed on comparing productivity across
planners. For example, the weekly division report listed planners and their
productivity in ranked order. The "top" planner had the hand-written note from the
DVP, "GREAT!!" alongside the productivity figure. While there was not a direct
competition for the same customer by the planner, there was a great emphasis on
performance, with highly visible showings. This "competition" may account for the
"Low" level of satisfaction across all of the planners.
Planners for this organization were independent business people working
under a corporate umbrella. The direct management of each planner, the District
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Manager, thus had leadership responsibilities over independent salespeople. One
leadership dimension, fostering teamwork, was especially applicable to the leadership
action of this District Manager in guiding the planners towards a cooperative status.
The planners ranked their managers on fostering teamwork as using these
skills midway between "Some of the Time" and "To a Great Extent" These results
could be indicative of managerial attempts to create a cooperative atmosphere within
the district, yet with the planners acting in very independent, competitive ways. The
result was a dilemma: The planners desired to work better with their peers, yet the
quest for "top billing" pragmatically directed separation from peers.
The PROFILOR™
No leadership dimension was shown to be statistically significant for
groupings on either of the two productivity measures. Obviously a finding that
leadership actions seem to be unrelated to productivity, borders between interesting
and startling! This absence of statistical significance was true for the overall
performance score, as well as for all of the 24 leadership dimensions: (1) analyze
issues, (2) use sound judgment, (3) establish plans, (4) manage execution, (5) provide
direction, (6) lead courageously, (7) influence others, (8) foster teamwork, (9)
motivate others, (10) coach and develop, (11) champion change, (12) build
relationships, (13) display organizational savvy, (14) manage disagreements, (IS)
speak effectively, (16) foster open communication, (17) listen to others, (18) drive for
results, (19) show work commitment, (20) act with integrity, (21) demonstrate
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adaptability, (22) develop oneself (23) use technical/functional expertise, and (24)
know the business.
There were some possible explanations for this result. For example, since
non-random sampling was used in the study, these findings may represent a chance
occurrence. Obviously this was possible given the sampling condition, yet since each
exemplary and nominal group was different for each productivity measure (e.g., the
exemplary group of planners for total weighted production was constituted with some
of the same and some different planners from those who were in the exemplary group
of planners on financial analyses sold), the possibilities for this chance occurrence
were lessened.
Another plausible explanation had to do with the nature of the position of
financial planner for this organization. As has been noted, these planners act as
independent business people working under the aegis of a nationwide parent
organization. The reporting structure thus was not the typical hierarchical structure
of an employee reporting to a manager who directly controls wages, assignments,
resources, and time on the job. The leadership structure was more of a manager who
trains, coaches, provides corporate resources, while the employee "controls" wages,
assignments, and time on the job pretty much based on his/her own predilections and
efforts put into selling. This explanation would assume that the independent nature of
the planner job within this organization was more controlling than the management
structure and that productivity was more under the control of the planner than the
planner's manager.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

92
Other alternatives exist for these findings of non-significant leadership
dimensions when related to productivity. Planners may be poor evaluators of their
district managers. No planner had received training in evaluating his/her superior's
leadership actions, and in addition perhaps some of the managerial behaviors may not
have directly impacted planner productivity.
Another explanation may be that the behaviors assessed by The PROFILOR™
were not the behaviors associated with productivity, that the planners assessed the
wrong things.
A different reason for the non-significant findings may be due to the study
design selected, whereby a different design might have provided different results.
The study design used was based on grouping all of the financial planner assessments
of their management together. An alternate way of examining this would have been
to examine productivity by district manager, looking for differences in leadership
behaviors.
Another explanation may be that all the district managers were about the same
on productivity enhancers with their financial planners, and thus the findings of non
significance were a direct outcome of this. A study design that looked for differences
in leadership behaviors and how this related to productivity might provide some
insight.
Ad-Hoc Subscale "Boosts Productivity"
The PROFILOR™ did not have a dimension specifically for a manager
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enabling the productivity of a worker. With the finding that the various leadership
dimensions of The PROFILOR™ were not significantly related to productivity in this
study, after consultation with a research consultant at the producer of The
PROFILOR™, Personnel Decisions, Inc., (Olsen, personal communication, August
25, 1993) several different methods of combining The PROFILOR™ items were
attempted to see if a selected series of hems chosen from the questionnaire would
provide statistical significance for either/both of the two productivity groupings. The
hems were grouped based on the highest mean scores in the two productive
categorizatio.is (top 5/10/15 items), on the leadership actions a productive planner
believed most enhanced his productivity, and on a review of the literature for
leadership actions related to productivity. The subscales scores were compared using
a t-test for independent means, yielding no relationships between any ad-hoc subscale
and productivity. It may be that there are managerial behaviors that do enhance
subordinate productivity, there were not determined in this study.
Implications
Several implications emerge from this study. First, in general, financial
planners were job-satisfied at a "Low-Average" level of satisfaction. They were
especially satisfied with the useful social service they provided to others. An
implication of this might be to especially stress this facet to prospective planners as
well as in corporate documents. Since tins was the highest satisfaction score of all
twenty of the scales, it may indicate this to be an important "advantage" to planners.
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Second, the planners rated working with their co-workers at a very low level
of satisfaction. While management was making some attempts at fostering teamwork,
it seemed apparent that these attempts were not enabling a great deal of team play,
and that perhaps teamwork is not extensively needed to get the job done. This seems
a ripe area for increased corporate management participation. The planners were
"requesting" greater attention to teamwork with their low level of satisfaction in this
area.
Third, if as this study showed, there was no significant relationship between
productivity and leadership activities, then corporate training programs to "fix"
managers (enhance their managerial skills) may be putting resources in areas where
little if any bottom line effects will show up. Perhaps these resources might better be
placed in planner productivity programs with training in the significant facets that
relate to productivity (creativity, variety, co-workers). It would be interesting to see
the productivity effects of a leaderless group of planners who had access to all the
resources typically provided through the superior.

Recommendations for Future Studies
Any study of this type suggests avenues for future research. It seems clear
that if leadership actions may be unrelated to productivity for certain occupations, as
this study indicated, then this is a fertile area for future investigation. As well, the
very low satisfaction of planners with their co-workers, suggests research
possibilities—is this only a characteristic of this particular brokerage house or is it
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more widespread among the financial planning arena? Finally, are there leadership
actions that really do enable the productivity of an employee?
The following research suggestions of further study are thus proposed:
1.

Investigate the relationship between productivity and leadership

actions for another industry where the agents are independent, yet working under a
corporate umbrella. The insurance industry seems a good candidate for tins type of
investigation.
2.

Research the level ofjob satisfaction in planners working with

planners as co-workers in other financial planning organizations. Is the level of
satisfaction in working with co-workers comparable to this organization?
3.

Examine other industries for leadership actions that may boost the

productivity of the employee. What are these managerial skills, if they do indeed
enable increased productivity?
Closing Statement
This study of productivity issues for financial planners has been both
stimulating and challenging for the researcher. Some findings confirmed
preconceived ideas, such as job satisfaction being related to productivity. Other
findings, such as the lack of relationships between productivity and leadership
actions, were a surprise. It is hoped that these findings will make a contribution to
the financial planning profession.
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Human Subjects Institutional Review Board

l» l

•

/" /

Kalama2oo. Michigan 49008-3999

W E ST E R N M IC H IG A N UNIVERSITY

Date:

May 12, 1993

To:

Larry Leslie

.

From: M. Michele Burnette, Chair
Re:
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HSIRB Project Number 9 3 -0 5 -0 2

This letter will serve a s confirmation that your research project entitled 'Relationships
betw een job satisfaction and subordinate appraisal of m anagers to s a le s productivity for
financial planners* h as been a p p ro v ed by the Human Subjects Institutional Review Board
under the exem pt category of review. You may now begin to implement the research a s
described in the approval application.
You must se e k reapproval for any ch an ges in this design. You must also seek reapprovai if the
project extends beyond the termination date.
The Board w ish es you continued su c c e ss in the pursuit of your research goals.

Approval Termination:

xc:

May 12, 1994

Brinkerhoff, EL
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I.

Background
A.
IDS h a s p r o b l e m w i t h f i n a n c i a l p l a n n e r t u r n o v e r ( p e r VP
f o r F i e l d Developm ent)
B.
Turnover is h ig h ly r e l a t e d to
1.
Job S a t i s f a c t i o n
2.
M anagerial le a d e r s h ip s k i l l s
C.
J o b s a t i s f a c t i o n a n d l e a d e r s h i p may a l s o b e r e l a t e d t o
productivity

II.

S e l e c t e d t h r e e d i v i s i o n s in midwest a s a p i l o t g roup to
examine j o b s a t i s f a c t i o n , upw ard a p p r a i s a l o f m an ag em ent, and
how r e l a t e d t o p r o d u c t i v i t y
A.
Grand Rapids
B.
K a 1a m a z o o
C.
S o u t h Be nd

I I I . IDS w i l l b e g o i n g t o a s y s t e m w h e r e m a n a g e m e n t i s a p p r a i s e d
(on t h e i r m a n a g e r i a l s k i l l s ) by s u b o r d i n a t e s , p e e r s , them
s e l v e s , and t h e b o s s ; t h e s e t h r e e d i v i s i o n s w i l l p i l o t t h a t
process
I V.

Three s p e c ia l i n c e n t i v e s f o r p a r t i c i p a t i n g in th e stu d y ,
where th e s e q u e s t i o n s w i l l be ad d re sse d :
A.
Wha t i s t h e r e l a t i o n s h i p b e t w e e n j o b s a t i s f a c t i o n a n d
s a l e s p r o d u c t i v i t y f o r IDS f i n a n c i a l p l a n n e r s —i s a mo r e
s a t i s f i e d p l a n n e r a more p r o d u c t i v e s a l e s p e r s o n ?
B.
Can we o b t a i n d e v e l o p m e n t a l i n f o r m a t i o n f o r o u r d i s t r i c t
m a n a g e r s t h a t w i l l h e l p th e m t o more e f f e c t i v e l y manage
th e ir fin an c ial planners?
1.
Refer
to
t h e Asherman & Asherman p a p e r 1 t h a t
dem onstrates
significant
sales
increases
when
upward a p p r a i s a l i s use d t o h e l p d e v e lo p m a n a g e ria l
leadership s k i l l s
C.
Are
there
relationships
between employee view s of
c e r t a i n m a n a g e r i a l b e h a v i o r s and p r o d u c t i v i t y ?

A s h e r m a n , I . G . , & A s h e r m a n , S. V. ( 1 9 9 0 ) . M a n a g e m e n t o n t h e
line.
J o u r n a l o f P e r s o n a l S e l l i n g & S a l e s M anagement. 10(31.
73-76.
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V.

The a c t u a l s tu d y w i l l b e c o n f i d e n t i a l , and p a r t i c i p a t i o n i s
v o l u n t a r y ; no i n d i v i d u a l s w i l l be i d e n t i f i e d in any r e 
p o r t s —t h i s d a t a w i l l o n l y a p p e a r i n a g g r e g a t e

VI.

Each d i s t r i c t manager w i l l r e c e i v e a p e r s o n a l i z e d i n d i v i d u a l
r e p o r t a n d c o u n s e l i n g s e s s i o n o n h ow h i s / h e r l e a d e r s h i p
s k i l l s a r e view ed ( s e s s i o n co n d u c te d by a c o n s u l t a n t c e r t i 
f i e d to p ro v id e fee d b ack on th e s p e c i f i c in s tr u m e n t) ; t h i s
s e s s i o n w i l l c o v e r how s p e c i f i c l e a d e r s h i p s k i l l s c a n b e
augm ented th ro u g h a s u g g e s t e d d e v e lo p m e n ta l program .
Only
t h a t i n d i v i d u a l manager w i l l se e th e r e p o r t ; th e s e r e p o r t s
w i l l n o t form any p a r t o f t h e w r i t t e n r e s e a r c h

V II.

Procedure
A.
L e t t e r t o e a ch p a r t i c i p a n t e x p l a i n i n g t h e s t u d y , w i t h an
inform ed consent t o s i g n i f s /h e a g re e s to p a r t i c i p a t e
in the study
B.
I f d e s i r e d , meet w i t h t h e d i s t r i c t ( d i s t r i c t manager and
f in a n c ia l planners fo r the d i s t r i c t )
to explain the
background, t e s t in s tru m e n ts , c o n f i d e n t i a l i t y o f th e
r e s u l t s , and u s e o f t h e d a t a
C.
P rovide each f in a n c i a l
p l a n n e r w i t h tw o v a l i d a t e d ,
normed s u r v e y i n s t r u m e n t s
1.
Job S a t i s f a c t i o n : M innesota S a t i s f a c t i o n Q u estio n 
n a i r e (MSQ)
2.
U p w a r d A p p r a i s a l : PROFILOR** ( P D I )
3.
The t e s t s t a k e f r o m 30 t o 45 m i n u t e s t o c o m p l e t e
D.
The co m p leted i n s t r u m e n t s w i l l be m a ile d d i r e c t l y t o t h e
r e s e a r c h e r in a p ro v id e d stam ped, ad d re ssed envelop f o r
analysis
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July 28, 1993
L arry G. Leslie
130 Stirling Court
Kalamazoo, MI 49006-4361
IDS Financial Services
Grand Rapids, MI
Dear
T hree midwestern divisions of IDS (Kalamazoo, Grand Rapids, South Bend) have
been nominated to participate in a rese arch stu d y o f th e relationships between
jo b satisfaction, sales productivity, and employee ap p raisal of managerial
leadership skills. The plan has been authorized by th e Vice P resid en t fo r Field
Development, Dave Kxeager, th e Region Vice P resident, Roger Rogos, and reviewed
by both your D istrict Manager, Alan Mirza and yo u r Division Vice P resident, Paul
Damon.
Participation in th e stu d y is voluntary, b u t y o u r participation is
encouraged.
The research is being carried out by an outside rese arch e r/
consultant, L arry Leslie of Kalamazoo, and in addition to providing useful
information to IDS, will form th e basis fo r a doctoral d issertatio n studying IDS
financial planners.
In addition to th e expected benefits of an analysis of th e se relationships to
corporate IDS, you as an individual will have an o p p o rtu n ity to indicate how
satisfied you a re with your job as a financial planner and to provide an appraisal
o f your manager’s leadership skills.
Note th a t eith er completing o r not completing th e su rv ey s will not b ear in any way
on y o u r job; to emphasize, participation is voluntary.
I t is im portant to note th a t all o f y o u r responses will be completely confidential.
All d ata th a t you supply will be reviewed only by th e re se a rc h e r, and only
rep o rted in aggregated fashion. You will n o t be identifiable a s a n individual to
a n y o f y o u r p ee rs o r to y o u r management.
Your appraisals of y o u r manager’s leadership skills, in conjunction with th e o th er
financial planners in your d istric t and th e divisional vice p resid en t, will be used
to provide developmental feedback to your d istric t m anager (again, through
grouped data, n o t individual responses). The grouped resp o n ses lead to sugges
tions fo r leadership behaviors —both stro n g and weak—th a t may benefit from
development; th is is th e feedback th a t is provided to yo u r d istric t manager.
I f you ag ree to participate in th e stu d y , please sign and d ate th e IDS FINANCIAL
PLANNER SURVEY and complete th e two questionnaires.
The time estimated to
complete both of th e su rv ey s is 30 to 45 minutes. Complete Section 1 of th e
PROFILOR (you do not need to do Section 2) and th e en tire MSQ, using a #2 pendL
Fill in each answ er bubble completely. Place th e consent sh e e t and th e surveys
in th e 9" x 12" envelope and r e tu rn to th e research er.
For those not completing th e su rv e y s a t th e Divisional meeting, th e suggested
timeframe fo r completion is one workweek. The Grand Rapids division will be
closed o u t A ugust 6, so th e responses should be mailed by August 4.
I f you have any questions o r concerns, contact L arry Leslie a t (616) 343-4185.
Sincerely,
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IDS FINANCIAL PLANNER SURVEY

H*?=~

r r |

r^ - y g r

IjflzS'^v" TO g*~

T h i s s t u d y h a s b e e n r e v i e w e d a n d a p p r o v e d b y IDS S e n i o r M a n a g e 
m e n t , b y Mr . D a v i d K r e a g e r , R e g i o n a l V i c e P r e s i d e n t .
The p u r p o s e
o f t h e a n a l y s i s i s t o e x a m i n e how f i n a n c i a l p l a n n e r s v i e w t h e i r
p r o f e s s i o n a n d m a n a g e m e n t a n d how t h i s r e l a t e s t o s a l e s p r o d u c t i v 
ity .
P l a n n e r s w i l l c o m p l e t e t w o t y p e s o f s u r v e y s a n d p r o v i d e so m e
d e m o g r a p h i c i n f o r m a t i o n w h ic h w i l l go d i r e c t l y t o an o u t s i d e ( n o n IDS) r e s e a r c h e r .
One s u r v e y e x a m i n e s f e e l i n g s a b o u t t h e j o b , t h e
o t h e r looks a t r e l a t i o n s h i p s w ith management.
A ll responses w ill
be tr e a te d as c o n f id e n tia l, w ith r e s u l t s e x p re sse d as s t a t i s t i c a l
sum m aries.
No i n d i v i d u a l p l a n n e r s w i l l b e i d e n t i f i a b l e i n t h e
fin al reports.
D i s t r i c t M anagers and D i v i s i o n a l V ice P r e s i d e n t s w i l l r e c e i v e
s u m m a r i z e d r e p o r t s i d e n t i f y i n g ho w t h e i r s u b o r d i n a t e s v i e w t h e
m anager’s p a tte r n s
o f management.
No s u b o r d i n a t e s w i l l
be
r e c o g n iz a b le in t h e s e fee d b ack r e p o r t s , w hich a r e f o r developmen
ta l purposes only.
At t h e c o n c l u s i o n
the rese arch e r.

of

the

study,

all

surveys w ill

be d e s tro y e d

by

I agree to p a r t i c i p a t e in the s tu d y o f IDS F in a n cial Planners. I
have read the terms o f the stu d y, and understand th a t my p a r t i c i 
p a tio n i s v o lu n ta r y , and th a t my in d iv id u a l resp o n ses w i l l be h e ld
in confidence and o n ly appear as s t a t i s t i c a l d a ta .

P rin ted H u e

S ig n a tu re
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FROM:
TO:
SUBJECT:
DATE:

Bill P ed d ie
F in a n c ia l P la n n e r S tu d y R e sp o n d e n ts
Q u e stio n n a ire R e tu rn s
J u ly 21, 1993

T h e s tu d y o f fin a n c ia l p la n n e rs , jo b s a tis fa c tio n , an d
le a d e r s h ip b e h a v io rs will b e clo sed o u t f o r Kalamazoo on
J u ly 30. I f yo u h a v e n o t a lr e a d y d o n e so, p le a s e com plete
th e q u e s tio n n a ire s a n d mail them in th e p r e - a d d r e s s e d ,
sta m p e d en v elo p e b y J u ly 28.
Kalamazoo is aim ing f o r a 100% com pletion r a te , so y o u r
a tte n tio n to com p letin g th e s u r v e y s is im p o rta n t. B ased
o n th e r e t u r n s so f a r , some ex citin g a n d in te r e s tin g in 
s ig h ts w ill come o u t o f th e s tu d y !
I f y o u h a v e a n y c o n c e rn s o r q u e s tio n s a b o u t com pleting
th e q u e s tio n n a ire s , p le a se c o n ta c t th e r e s e a r c h e r , L a rr y
L eslie, a t (616) 343-4185.
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UNIVERSITY OF MINNESOTA
TWIN CITIES

D ep artm en t of P sychology
Elliott Hall
7 5 E ast River Road
M inneapolis. M innesota 55455

J u l y 30, 1993

L a r r y G. Leslie
130 Stirling Court
Kalamazoo, MI
49006-4361

D e a r Larry G. Leslie:

I a m sorry w e will not give permis s i o n to copy t h e entire
M S Q for t h e dissertation appendix. However w e will g rant y ou
permis s i o n to use five sentences as examples of h o w th e M SQ
is structured. Also you m a y d irectly quote th e other
portions that y o u requested.
If y o u h a v e any questions, or if w e can be of any additional
assistance, please do not hes t itate t o contact us.

Dr. D avid J. We.ss, Director
Vocaitonal Psychology Research
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i UNIVERSITY OF MINNESOTA
TWIN CITIES

D ep artm en t of P sy ch o lo g y
Elliott Hall
7 5 E ast River Road
M inneapolis. M in n e so ta 55455

Jun e 4, 1993

Larry G. Leslie
130 Stirling Ct.
Kalamazoo, MI
49006-4361

Dear Lar r y G. Leslie:

W e a re p l e a s e d to grant y o u p e r m i s s i o n t o u s e t h e M i n n e s o t a
Satisfaction Questionnaire l ong f orm for u s e i n y o u r
research.
W e aclaiowledge re c e i p t o f p a y m e n t f o r 100 copies
of t h e i n s t r u m e n t .
Vocational P sychology R e s e a r c h is c u r r e n t l y i n t h e p r o c e s s
of revising th e M S Q man u a l a n d it is v e r y i m p o r t a n t t h a t w e
r eceive copies of y o u r r e s e a r c h study r e s u l t s i n o r d e r to
construct n e w no r m tables.
Therefore, w e w o u l d appr e c i a t e
receiving a cop y of y o u r results including 1)
demo g r a p h i c
data of respondents, inclu d i n g age, e d u c a t i o n level,
occupation a n d job tenure; a n d 2) r e s p o n s e s t a t i s t i c s
including scale means, stan d a r d deviations, r e l i a b i l i t y
coefficients, and standard errors of mea s u r e m e n t .
If your
tes t s are scored b y us, w e w i l l a lready h a v e t h e information
d eta i l e d in item #2.
Yo u r p r o v i d i n g this informat i o n w i l l b e a n i m p o r t a n t and
v a l u a b l e contribution t o t h e n e w M S Q m a n u a l . If y o u hav e
any questions c oncerning th i s request, p l e a s e feel free to
call u s at 612-625-1367.

Dr. Dav i d J. Weiss, Dire c t o r
V o cational P sychology R e s e a r c h
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: UNIVERSITY OF MINNESOTA
I TWIN CITIES

D epartm ent of Psychology
Elliott Hall
75 East River Road
M inneapolis. M innesota 55455

Dear Customer:
Enclosed isthesample set(s)thatyou ordered. Pleasenote thatthepurchase ofa
sample setdoesnot giveyou permissiontouse theinstrument To be approved to
use one ofour instrumentsyou mustsubmityour qualificationsforreview. See our
catalogfordetails.
AllpublicationsofVocational PsychologyResearch-includingbutnot limitedto
the MIQ, MSQ, MSS, and MJDQ-are copyrighted. Theirreproduction,inwhole or
inpart by anyprocesswhatsoever,includingstorageinelectronicform, isin
violation ofcopyrightlawunlessprior written authorization hasbeen obtained from
Vocational PsychologyResearch (VPR).Thispolicyappliestoany instrumentor
section ofan instrument aswell astoanswersheets,profiles,reportforms,scoring
devices,tables,charts,norms,orothermaterialfound inmanuals,brochures, or
books.
Permission toreproduce any ofour instrumentsisnot readilygivenunlessthe
material cannot be used initspublishedformat Similarly,requeststoincludean
entireinstrumentinanypublishedmedium-includingbook,journal,workbook, or
dissertation—aregenerallynotapproved.
Permission toreproducepartorallofanyofVPR’sinstrumentsormaterialsmust
be requested inwriting. Authorizationtoreproduce VPR materialsisvalidonlyin
writtenform,signedby theDirectororAssistantDirectorofVPR.
Ifwe can answerany questionsaboutthesepolicies,orprovideyou with
informationaboutany ofourinstrumentsormaterials,pleasewriteorphone usat
612-625-1367.

DavidJ.Weiss, Ph.D.
Director
//
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July 26, 1993

Larry G. Leslie
130 Stirling Court
Kalamazoo, MI 49006-4361
(616) 343-4185

Vocational Psychology Research
N620 Elliott Hall
University of Minnesota
Minneapolis, MN 55455-0344
RE: Authorization to Include MSQ in Dissertation
I currently am working on a doctoral dissertation at Western
Michigan University in Kalamazoo. One of the two test instruments
I am using is the 1967 Revision of the MSQ. VPR has authorized
usage of the MSQ for the dissertation.
I would like permission to copy the entire MSQ for the dissertation
appendix and also to include five of the survey assertions as exam
ples within the test description section of the paper. If copying
the entire MSQ isn’t permissible from VPR, I would still like to use
the five sentences as examples of how the MSQ is structured. The
five statements I would include would he questions 10, 30, 50, 70,
and 90 (the five questions that constitute Supervision —Human
Relations).
In addition, I would like to directly quote some other portions of
the MSQ and the Manual fo r the Minnesota Satisfaction Question
naire. I will be referring to the definitions of satisfaction and the
satisfaction facets, and to the meanings of the five levels of satis
faction used in the questionnaire. '
Full attribution will be given to VPR. There is no commercial intent
for the use—only as referential material within the dissertation.
VPR will be contacted prior to any other planned usage.

Larry G. Leslie
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H

® PERSONNEL DECISIONS, INC

1L Building Successful Organizations
19August1993

Mr.LarryG.Leslie
130StirlingCourt
Kalamazoo,MI 49006-4361
DearLarry:
Dr.HannahOlsenpassedyourletterofJuly26tome forresponse. Iam sorry
ittookthislongtoreviewand determineouranswer.
We arepleasedyouhaveaskedtouseThePROFILOR™ inyourdissertation.
Youhaveourpermissiontoquotefromthe135behaviorsdirectly,sortingand
listingtheminrankorder. Yourrequesttousefivesentencesfromthe
composite.OverallPerformance,isalsogranted.
We alsogiveyoupermissiontodrawfromIhePROFILOR™ Technical
Summary andtheProfileCertificationWorkshopmaterialsasyouhave
describedthem.
We dorequestthatyou correctlyrefertoThePROFILOR™ atalltimes,Le.,
showingitwithacapital"T"andallcaps"PROFILOR"followedbydie
trademark"™"symbol We finditnecessarymany timestomake slightedits
toaccommodatetheword "The"whichTm hopingyouwillalsodo.
Attributionshouldincludethefollowinginwhateverformatisdemanded:
ThePROFILOR™, Copyright1991,PersonnelDecisions,Inc
MaterialusedwithexpresspermissionfromPersonnelDecisions,Inc
forthepurposeofthisdissertation(NAME ITHERE, IFYOU LIKE)
only.
As youpointedouton thephone,anyfurtherpublicationbasedonthis
materialwillbecompletedincollaborationwithDr.Olsen.

2000 PLAZA VII TOWER • 4 5 SOUTH SEVENTH STREET • MINNEAPOLIS, MN 55402-1608 • 612/339-0927
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HI

Page2
LarryG. Leslie

Larry,ifyouhaveany questionsaboutthispermission,pleasefeelfreetocall
me directly. My number is612/349-0704 Our FAX numberinthisbuildingis
612/349-0770.
Sincerely,

Gwen W. Stucker
Manager,MarketingCommunications
cc SusanH.Gebelein,VP-ProfileProducts& Services
HannahOlsen,Ph.D.,Consultant

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Appendix H
Definitions of MSQ Scales

115

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

116

MSQ Scales1
AbilityUtilization "The chance to do something that makes use of my abilities" (p.
1).

Achievement. "The feeling of accomplishment I get from the job" (p. 1).
Activitv. "Being able to keep busy all the time" (p. 1).
Advancement. "The chances for advancement on this job" (p. 1).
Authority. "The chance to tell other people what to do" (p. 1).
Company Policies and Practices. "The way company policies are put into practice"
(p. 1).
Compensation. "My pay and the amount of work I do" (p. 1).
Co-workers. "The way my co-workers get along with each other" (p. 2).
Independence. "The chance to work alone on the job" (p. 2).
Moral Values. "Being able to do things that don't go against my conscience" (p. 2).
Recognition. "The praise I get for doing a good job" (p. 2).

^ e is s et al., 1967; See Appendix F.
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Responsibility. "The freedom to use my own judgment" (p. 2).
Security."The way my job provides for steady employment" (p. 2).
Social Service. "The chance to do things for other people" (p. 2).
Social Status. "The chance to be 'somebody1in the community" (p. 2).
Supervision—Human Relations. "The way my boss handles his men" (p. 2).
Supervision—Technical. "The competence of my supervisor in making decisions" (p.
2).
Variety. "The chance to do different things from time to time" (p. 2).
Working Conditions. "The working conditions" (p. 2).
MSQ Response Alternatives2
Not Satisfied. "If that aspect is much poorer than you would like it to be" (p. 3).
Only Slightly Satisfied. "If that aspect is not quite what you would like it to be" (p.
3).
Satisfied. "If that aspect is all you would like it to be” (p. 3).
Very Satisfied. "If that aspect is even better than you expected it to be" (p. 3).

Vocational Psychology Research, 1967; See Appendix F.
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Extremely Satisfied. "If that aspect is much better than you hoped it could be" (p. 3).
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The PROFILOR™ Dimensions1
Act With Integrity
"Demonstrates principled leadership and sound business ethics; shows
consistency among principles, values, and behavior; builds trust with others through
own authenticity and follow-though on commitments" (p. 4).
Analyze Issues
"Gathers relevant information systematically, considers a broad range of
issues or factors; grasps complexities and perceives relationship among problems or
issues; seeks input from others; uses accurate logic in analyses" (p. 2).
Build Relationships
"Relates to people in an open, friendly, accepting manner, shows sincere
interest in others and their concerns; initiates and develops relationships with others
as a key priority" (p. 3).
Champion Change
"Challenges the status quo and champions new initiatives; acts as a catalyst

•Holt and Hazucha, 1991; See Appendix G.
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of change and stimulates others to change; paves the way for needed changes;
manages implementation effectively" (p. 3).
Coach and Develop
"Accurately assesses strengths and development needs of employees; gives
timely, specific feedback and helpful coaching; provides challenging assignments and
opportunities for development" (p. 3).
Demonstrate Adaptability
"Handles day to day work challenges confidently; is willing and able to adjust
to multiple demands, shifting priorities, ambiguity, and rapid changes; shows
resilience in the face of constraints, frustrations, or adversity; demonstrates
flexibility" (p. 4).
Develop Oneself
"Learns from experience; actively pursues learning and self development;
seeks feedback and welcomes unsolicited feedback; modifies behavior in light of
feedback" (p. 4).
Display Organizational Savvy
"Develops effective give-and-take relationships with others; understands the
agmdag and perspectives of others; recognizes and effectively balances the interests
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and needs of one's own group with those of the broader organization; knows which
battles to fight" (p. 3).
Drive for Results
"Drives for results and success; conveys a sense of urgency and drives issues
to closure; persists despite obstacles and opposition" (p. 4).
Establish Plans
"Develops short and longer range plans that are appropriately comprehensive,
realistic, and effective in meeting goals; integrates planning efforts across work units"
(P-4).

Foster Open Communication
"Creates an atmosphere in which timely and high quality information flows
smoothly between self and others; encourages the open expression of ideas and
opinions" (p. 4).
Foster Teamwork
"Builds effective teams committed to organizational goals; fosters
collaboration among team members and among teams; uses teams to address relevant
issues" (p. 3).
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Influence Others
"Asserts own ideas and persuades others; gains support and commitment from
others; mobilizes people to take action" (p. 3).
Know the Business
"Shows understanding of issues relevant to the broad organization and
business; keeps that knowledge up to date; has and uses cross functional knowledge"
(p. 5).
Lead Courageously
"Steps forward to address difficult issues; puts self on line to deal with
important problems; stands firm when necessary" (p. 3).
Listen to Others
"Demonstrates attention to and conveys understanding of the comments and
questions of others; listens well in a group" (p.4).
Manage Disagreements
"Brings substantive conflicts and disagreements into the open and attempts to
resolve them collaboratively; builds consensus" (p. 3).
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Manage Execution
"Assigns responsibilities; delegates and empowers others to do the
assignments; removes obstacles; allows for and contributes needed resources;
coordinates work efforts when necessary; monitors progress" (p.2).

Motivate Others
"Encourages and empowers others to achieve; establishes challenging
performance standards; creates enthusiasm, a feeling of investment, and a desire to
excel" (p. 3).
Overall Performance
"Measures the extent to which the manager is seen as productive and
effective" (p. 3).
Provide Direction
"Fosters the development of a common vision; provides clear direction and
priorities; clarifies roles and responsibilities" (p. 3).
Show Work Commitment
"Sets high standards of performance; pursues aggressive goals and works hard
to achieve them" (p. 4).
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Speak Effectively
"Speaks clearly and expresses self well in groups and in one-to-one
conversations" (p. 4).
Use Sound Judgment
"Makes timely and sound decisions; makes decisions under conditions of
uncertainty" (p. 2).
Use Technical/Functional Expertise
"Possesses up to date knowledge in the profession and industry, is regarded as
an expert in the technical/functional area; accesses and uses other expert resources
when appropriate" (p. 4).
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Table 16
Ranked Assessments of Managerial Behaviors
Behavior

Mean"

Standard
Deviation

a

Display a high energy level

4.22

0.79

82

Speak effectively in front of a group

4.18

0.80

83

Project an appropriate degree of self-confidence

4.14

0.81

83

Speak with enthusiasm and expression

4.13

0.82

83

Understand how the business is run

4.12

0.84

81

Understand the organization's mission, strategies,
strengths, and weaknesses

4.12

0.76

82

Know the job

4.07

0.84

83

Speak clearly and concisely

3.98

0.83

83

Give people the latitude to manage their own responsibilities

3.98

0.87

82

K >

-4
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Table 16-Continued
Behavior

Mean8

Let people know when they are performing well

3.98

0.88

81

Protect confidential information

3.97

0.98

76

Can be approached easily

3.96

0.93

83

Are assertive

3.96

0.86

81

Readily put in extra time and effort

3.96

1.00

78

Set high personal standards of performance

3.94

1.04

79

Develop effective working relationships with higher management

3.92

0.78

73

Acknowledge and celebrate team accomplishments

3.91

0.86

78

Learn new information quickly

3.88

0.96

74

Get your point across when talking

3.87

0.88

83

Work toward win/win solutions whenever possible

3.86

0.85

81

Standard
Deviation

n
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Table 16--Continued
Behavior

Mean8

Standard
Deviation

n

Treat people fairly

3.86

0.96

79

Treat people with respect

3.86

1.12

83

Persist in the face of obstacles

3.85

0.81

78

Stay informed about industry practices and new developments

3.78

0.90

80

Convey a sense of urgency when appropriate

3.77

0.92

79

Interact with people openly and directly

3.76

1.02

83

Focus on important information without getting
bogged down in unnecessary detail

3.75

0.82

79

Keep up to date on professional/technical developments

3.74

1.05

78

Produce high quality work

3.74

0.95

74

Show interest in employees' careers

3.74

1.06

81
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Table 16-Continued
Behavior

Mean8

Standard
Deviation

n

Establish high standards of performance for employees

3.73

0.85

81

Pursue tearing and self-development

3.71

0.98

77

Convey trust in people's competence to do their jobs

3.71

0.81

82

Act decisively

3.68

0.91

79

Are an effective manager overall

3.68

1.10

81

Stimulate others to make changes and improvements

3.67

1.03

78

Negotiate persuasively

3.67

1.01

82

Delegate enough of own work to others

3.67

0.89

69

Reward people for good performance

3.66

1.10

77

Put top priority on getting results

3.66

0.83

82
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Table 16-Continued
Behavior

Meana

Standard
Deviation

n

Empower others with the authority necessary to accomplish
their objectives

3.65

0.87

74

Listen willingly to concerns expressed by others

3.65

1.03

82

Seek feedback to enhance performance

3.65

1.03

82

Give specific and constructive feedback

3.64

0.90

83

Are accessible to provide assistance/support as necessary

3.63

1.07

82

Get the job done

3.63

0.94

81

Make sound decisions based on adequate information

3.63

0.84

78

Listen to people without interrupting

3.62

0.90

82

Initiate activities without being asked to do so

3.62

1.06

76

Clarify what people say to ensure understanding

3.62

0.99

81
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Table 16-Continued
Behavior

Mean8

Standard
Deviation

n

Address and work to resolve conflict

3.61

0.91

77

Demonstrate managerial courage

3.61

1.19

79

Accomplish a great deal

3.61

0.95

76

Link the team's mission to that of the broader organization

3.61

0.90

76

Seek out new work challenges

3.60

0.89

77

Value the contribution of all team members

3.59

0.92

81

Listen well in a group

3.59

0.97

82

Listen carefully to input

3.58

0.98

83

Make the team mission and strategies clear to others

3.58

1.03

78

Present technical information in easily understood terms

3.58

0.81

80
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Table 16--Continued
Behavior

Mean8

Standard
Deviation

n

Monitor progress of others and redirect efforts when goals are not
being met

3.57

0.93

76

Promote teamwork among groups; discourage "we vs they"
thinking

3.56

1.00

78

Accept responsibility for own mistakes

3.56

0.99

77

Know which battles are worth fighting

3.56

0.97

79

Coach others in the development of their skills

3.56

1.06

81

Challenge others to make tough choices

3.55

0.96

78

Let people know when results are not up to expectations

3.55

0.87

80

Give compelling reasons for ideas

3.55

0.79

82

Identify specific action steps and accountabilities

3.54

0.86

82

Demonstrate awareness of own strengths and weaknesses

3.53

1.03

81
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Table 16--Continued
Behavior

Meana

Standard
Deviation

n

Influence and shape the decisions of upper management

3.53

0.94

74

Adapt behavior in response to feedback and experience

3.53

0.82

78

Apply accurate logic in solving problems

3.52

0.92

82

Know when to supervise and coach people and when to leave them
on their own

3.52

1.02

82

Inspire people to excel

3.52

1.04

81

Adapt approach to motivate each individual

3.51

1.04

78

Develop effective working relationships with peers

3.51

0.96

78

Analyze problems from different points of view

3.50

0.99

80

Get others to take action

3.49

0.91

78

Understand complex concepts and relationships

3.48

0.97

79
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Table 16-Continued
Behavior

Mean8

Standard
Deviation

n

Anticipate the positions and reactions of others accurately

3.47

0.72

78

Consider alternative solutions before making decisions

3.47

0.86

74

Work effectively in ambiguous situations

3.46

0.86

67

Provide others with open access to information

3.46

0.95

78

Delegate assignments to the lowest appropriate level

3.45

0.80

53

Express disagreement tactfully and sensitively

3.45

1.01

82

Involve others in the change process

3.45

1.06

76

Foster the development of a common vision

3.44

0.95

80

Seek appropriate input before making decisions

3.43

0.94

74

Champion new initiatives within and beyond the scope of
own job

3.43

1.02

79
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Table 16—Continued
Behavior

Mean"

Win support from others

3.43

0.94

80

Encourage discussion of ethical considerations before decisions
are made

3.42

1.13

76

Know whom to involve and when

3.42

0.77

81

Provide clear direction and define priorities for the team

3.42

0.82

77

Prepare realistic estimates of budgets, staff, and other resources

3.41

0.88

51

Live up to commitments

3.41

0.95

83

Integrate planning efforts across work units

3.41

0.91

66

Work constructively under stress and pressure

3.41

0.88

76

Demonstrate an appropriate level of patience

3.41

0.97

81

Take people's feelings and preferences into account when
making decisions

3.41

1.09

79

Standard
Deviation

n

u>
0\
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Table 16-Continued
Behavior

Mean®

Accept criticism openly and non-defensively

3.41

0.94

79

Clarify roles and responsibilities with team members

3.40

0.82

77

Make decisions in the face of uncertainty

3.40

0.92

75

Are flexible

3.39

0.98

82

Prepare people to understand changes

3.39

1.02

80

Get work done on time

3.39

0.87

70

Develop effective working relationships with direct reports

3.38

0.95

73

Readily command attention and respect in groups

3.38

1.07

81

Involve others in shaping plans and decisions that affect them

3.38

1.04

79

Encourage others to express their views, even contrary ones

3.38

1.20

82

Compromise to build give-and-take relationships with others

3.38

0.97

77

Standard
Deviation

n

u>

-j

Table 16—Continued

Behavior

Meana

Standard
Deviation

n

Drive hard on the right issues

3.37

0.87

78

Facilitate the discussion and resolution of different views

3.37

0.97

81

Set up needed systems and strategies to support changes

3.37

1.00

79

Keep people up to date with information

3.36

0.93

81

Take a stand and resolve important issues

3.35

1.03

79

Convey clear expectations for assignments

3.35

0.92

82

Create an environment that makes work enjoyable

3.35

1.02

80

Accurately identify strengths and development needs in others

3.35

0.83

83

Are regarded as an expert

3.34

1.19

77

Have the confidence and trust of others

3.34

1.09

83

Show consistency between words and actions

3.32

1.02

82
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Table 16-Continued

n

Behavior

Mean8

Make timely decisions

3.32

0.76

79

Foster teamwork within the team

3.31

1.02

77

Create an environment where people work their best

3.31

0.98

81

Know the strengths and weaknesses of competitors

3.29

1.02

75

Deal constructively with own failures and mistakes

3.29

0.94

72

Provide challenging assignments to facilitate individual development

3.27

0.95

77

Bring cross-disciplinary knowledge to bear on issues and opportunities

3.27

0.94

71

Use a team approach to solve problems when appropriate

3.26

1.01

77

Anticipate problems and develop contingency plans

3.19

0.96

72

Confront problems early, before they get out of hand

3.17

0.84

75

Translate business strategies into clear objectives and tactics

3.15

1.02

80

Standard
Deviation

u>
<o
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Table I6--Continued
Behavior

Mean®

Standard
Deviation

n

Coordinate work with other groups

3.11

1.01

75

Make sure that people have no "surprises"

3.11

0.90

76

Note. See Appendix G.
a The mean of the 1 - 5 Likert-type scale, with 1 indicating the manager does this behavior "not at all" and 5 indicating the manager
does this behavior "to a very great extent."

©

Appendix K
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Table 17

Ranked Financial Planner Appraisals of
Managerial Leadership Dimensions

Dimensions

'Valid
Cases

fcMean

Standard
Deviation

Minimum

Speak
Effectively

83

16.16

2.69

8

Drive for
Results

76

15.57

2.62

8

Show Work
Commitment

74

15.10

3.24

5

Build
Relationships

66

26.12

5.33

Know the
Business

67

14.84

Use Technical/
Function Expertise

74

Analyze Issues
Develop Oneself

Maximum

'Number of
Items hr
Dimension

<lMean Rescaled
to Survey
Llkert-Type
Survey

4

4.04

4

3.89

20

4

3.77

13

35

7

3.73

2.89

6

19

4

3.71

18.51

4.18

7

25

5

3.70

71

18.34

3.53

9

25

5

3.67

74

18.10

3.79

7

25

5

3.62

20

20

Reproduced with permission of the copyright owner

Table 17-Conlinued

Further reproduction prohibited without permission

Dimensions

'Valid
Cases

bMean

Manage Disagreements

76

14.42

Listen to others

80

Manage Execution

Standard
Deviation

Minimum

Maximum

'Number or
Items in
Dimension

''Mean Rescaled
to Survey
Likerl-Type
Survey

2.92

6

19

4

3.61

18.00

4.13

6

25

5

3.60

46

32.13

5.47

18

42

9

3.57

Demonstrate Adaptability

63

24.97

4.54

15

35

7

3.57

Coach and Develop

73

28.45

6.00

9

38

8

3.56

Foster Teamwork

70

24.83

5.22

9

35

7

3.55

Provide Direction

72

17.68

3.39

8

23

5

3.54

Lead Courgageousiy

68

24.72

5.14

13

34

7

3.53

Motivate others

72

21.18

5.07

7

30

6

3.53

Influence others

71

21.06

4.50

8

30

6

3.51

Act with Integrity

73

17.49

4.17

8

25

5

3.50

Champion change

75

17.40

4.25

5

25

5

3.48

4u>
*.
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Table 17-Contlnued

Dimensions

‘Valid
Cases

bMean

Standard
Deviation

Minimum

Maximum

'Number of
Items in
Dimension

'’Mean Rescaled
to Survey
Likert-Type
Survey

Use Sound Judgement

71

13.90

2.82

6

20

4

3.48

Display Organizational
Savvy

• 73

13.80

2.75

6

19

4

3.45

Foster Open
Communication

74

17.12

3.84

5

24

5

3.42

Establish plans

46

16.91

3.69

5

25

5

3.38

Overall
Performances

67

18.46

3.93

10

25

5

3.69

Note, n *=89. Ranked on the figure derived by rescaling to the original survey Likert-type scale-see "d"
‘Valid cases were these for respondents where all of the items summing to form the dimension were answered, and also not "n/a."
bThe mean is the sum of all of the Likert-type numbers for all items constituting a dimension divided by (he number of valid cases.
'The number of items constituting the.dimension on The PROFILOR™.
'’Mean + number of items in dimension.

*
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